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FOREWORD 



In the two years prior to the establishment of the Audit Commission 
the Audit Inspectorate mounted a number of projects which involved 
'across the board' research of topics thought to be worthy of comparative 
study. This report deals with one such study which involved the review 
of the development control process during the first half of 1982. 

It was directed by Mr. J. Sprigg of the District Audit Service and 
carried out by a team from Thornton Baker Associates including 
N.G.Nicholls , Director, B. Adams and I.M. Gibson. 

The results of the work were published in the second half of 1982 
in a series of thirteen draft reports for the private use of each 
authority participating in the review together with a separate draft 
report summarising the team's overall findings and conclusions, the final 
version of which forms this particular publication. 

Comments on the draft report were received from the local District 
Auditors as well as a number of Chief Executives and Chief Planning 
Officers. In addition the opportunity was taken to discuss the proposed 
work programme with representatives of the Department of the Environment, 
The Royal Town Planning Institute and the Local Authority Associations. 

In particular a number of meetings were held with representatives of 
the Association of County Councils , the Association of Metropolitan 
Authorities and the Association of District Councils to discuss the 
nature of the review and subsequently the overall report in draft form. 

The authors are grateful for the help, advice and encouragement of all 
involved. Their comments have been invaluable in finalising the report - 
Although it should be recognised that it was not possible to incorporate 
all the matters raised it is believed that the report in its published 
form represents a substantial measure of agreement as to the practicality 
of the suggestions made therein. 

The desire of the Local Authority Associations to encourage their 
members to adopt the best of management practices is particularly 
encouraging. In practice improvement is an evolutionary process 
and changes will have already taken place since the review was completed. 
Nevertheless , the authors hope that the ideas set out in the report 
will gain a wide audience and both stimulate thinking and contribute 
to the ongoing process of improving the efficiency of the development 
control function. They are not intended as definitive statements 
but rather as audit views of matters deserving attention. 
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1 . INTRODUCTION 



1.1 The terms of reference of the Audit Inspectorate's team were 

to review the present practices and procedures of local planning 
authorities with particular reference to the development control 
function, to compare their performance, and to identify the 
scope for improving the management of this activity. The team's 
approach is summarised in Appendix 1 attached to this report. 

Scope of the review 

1.2 The team concentrated its attention upon the efficiency and 
economy with which the resources allocated to development control 
are used to process planning applications. It must be stressed 
that no attempt was made to form specific conclusions with 
regard to the quality or effectiveness of development control 
although inevitably this is referred to from time to time. 



1.3 It is not possible, for example, to discuss the speed of 

processing planning applications without reference to their 
complexity, and the quality of the decisions arising therefrom. 
Applications vary considerably from very simple requests having 
little or no effect on neighbours to those involving a wide range 
of economic, conservation, industrial and other planning 
considerations. Clearly if the process is to be effective, 
adequate time must be given to facilitate proper consideration 
of the issues involved. 



1.4 In addition, the organisation of the development control function 
and the methods used to ensure that the policies of the 
authorities are co-ordinated and implemented on a consistent 
basis can also have an important bearing on the effectiveness 
of the decision taking processes. 



Authorities reviewed 

1.5 During the course of the review, the team visited thirteen 
planning authorities in England and Wales. These authorities 
were selected by the Audit Inspectorate in association with 

the District Auditors and in co-operation with the Chief Officers 
concerned. Thus they are not representative of any particular 
class or group of authorities, nor for example, do they fall 
within any or even a small number of groups classified by Shaw 
and other analysts. 

1.6 The authorities differ widely. They include two counties who, 
because of their changed responsibilities and activities, cannot 
be directly compared with the remaining districts. The districts 
range from small, essentially rural authorities to extremely 
large, densely populated, metropolitan authorities. 
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1.7 



1.8 



1.9 



1.10 



1.11 



1.12 



As might be expected, there is a wide variation between the 
problems and pressures experienced by the various authorities 
and the ways in which they influence the administration of 
the development control function. One common factor is that 
they all have particular problems with which to deal. 



The team formed the view that, whilst no hard and fast 
conclusions can be drawn from the data arising from this 
small sample, it is possible to distinguish certain 
similarities amongst on the one hand the smaller and on the 
other hand the larger authorities. Where appropriate the 
subsequent statistics, which have been prepared on an anonymous 
basis, recognise these similarities as well as the significant 
differences between these two groups and the counties. 



Professional staff 

The professionalism with which planning officers approach their 
work and, despite the changes and pressures placed upon them, 
their vision and sense of purpose formed a common thread 
throughout the review. The team would like to take this 
opportunity to record its thanks for their willing and helpful 
co-operation to the study which, in effect, largely provides 
a summary of what it believes is the best of their management 
practices . 



Most of the professional staff with whom the team discussed 
the development control process are actively pursuing ways and 
means of improving the performance of their departments and 
are familiar with many of the issues involved. Many are also 
aware of, and in some cases have been involved in, the studies 
carried out in recent years by a number of commentators and 
interested parties, to which reference has been made in the 
study. They include Dobry, Underwood, the Royal Town Planning 
Institute (RTPI), the Local Authority Associations (LAA's), the 
National Development Control Forum (NDCF), and most recently, 
the Building Research Establishment. 



Members' responsibilities 

The team did not formally discuss its findings or conclusions 
with the members of the individual authorities, or with the 
members of the various LAA's. 



In a democratic society, it is to be expected that their views 
and attitudes to the development control process will differ, 
perhaps even more widely than those of their officers. Never- 
theless, in the prevailing economic climate, the team believe 
that they will share certain common aims. In the final analysis 
it is their responsibility to ensure that their authorities' 
income is used to best effect. 
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1.13 The team believes that members of individual authorities 
throughout England and Wales can learn from the experiences 
of those included in this study. Members with particular 
interest in the development control process may wish to review 
the balance between the timeliness, cost and the quality of 
decisions and in particular to reflect upon the extent to 
which their own authority's emphasis on qualitative issues 
justifies the time and expense involved. 

1.14 Development control decisions should not appear to have been 
taken with unseemly haste, and they should not be open to 
criticism by the Ombudsman. Clearly, therefore, any changes 
that are implemented should be cost effective and take account 
of the various interests of developers and rate payers alike. 
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2 . SUMMARY OF FINDINGS AND CONCLUSIONS 



2.1 Despite the number of studies and activities in recent years 

(including the efforts of individual authorities to improve their 
own performance) the review demonstrates that there continues 
to be a significant level of variation between development 
control practice and performance. These matters are summarised 
below together with the team's general conclusions regarding the 
scope for further improvement. 

2.2. The references in parentheses are to those sections of this report 

in which the application of the various organisational and operating 
techniques is discussed in more detail, including the ways in 
which the authorities manage and control their development control 
functions, together with the scope for achieving greater efficiency. 

2.3 The need to process applications speedily must be balanced with 

other factors such as the requirement to act fairly and professionally. 
Nevertheless there are wide differences in the reported times taken 
to carry out each of the main processes involved. It must be 
recognised also that there is a minimum period of time in which 
it is reasonable to expect applications to be determined. This 
time includes the basic administrative and professional work as 
well as the consultation and determination processes. 



The factors which influence this time can be broadly separated 
into three groups : 

(1) operational matters which are largely the direct responsibility 
of the officers such as systems for processing and monitoring 
the progress of individual applications. 

(2) other operational matters which are primarily under the control 
of members such as the responsibilities and frequency of 

the relevant committees. 

(3) statutory and kindred matters over which authorities have 
less (or no) control such as the consultation periods and 

the quality and control of the documents prepared by applicants. 

These distinctions are important because each group affects the 
overall time in different ways. They also serve to highlight 
where responsibility lies for the achievement of improved levels 
of performance. (Section 3) 
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2.4 



There is a very wide variation in the average costs of processing 
an application, the average raandays spent on an application, 
and the average costs per manday. Whilst the sample is too 
small for valid conclusions to be drawn on a purely statistical 
basis, this degree of difference raises important questions 
in our mind concerning the staffing, costs, organisation and 
methods of dealing with planning applications. 

There are no obvious correlations apparent from the results 
of data we collected between speed, costs, volumes of work 
and the more commonly discussed ways of promoting efficiency. 

Clearly there is a trade off between costs and speed, and between 
these matters and the effectiveness of decision taking. Whilst 
a number of authorities have already taken steps to improve their 
performance we are left with the impression that several authorities 
could take a number of steps to improve their development control 
functions. (Section 3) 



2.5 The structure, organisation and scope of the planning committees 
varies considerably. In our view there are opportunities to 
speed up and simplify the determination of planning applications 
by reducing the length of the committee cycle, by delegating 
decision taking as appropriate from the Council to the planning 
committee and to one or more development control sub-committees, 
by reducing the agenda cut-off dates, and by reducing the degree 
of detail of certain types of case reports, (Section 4) 

2.6 Practices for delegating powers of determination to officers 
vary widely. In our opinion, there are significant opportunities 
to delegate a greater proportion of simple and straightforward 
cases to officers on a controlled basis in order to speed up 

the decision taking process. (Section 5) 

2.7 The ways in which authorities organise their development control 
function also vary both on a formal and informal basis. We 
believe that there are opportunities to separate the work of 
processing complex from the more straightforward applications, 
to create one or more functional teams, and to combine the staff 
engaged on processing complex applications with those involved 
with the preparation of local plans with the general aim of 
monitoring and completing the work on a timely basis. (Section 6) 

2.8 The mix of staff employed on the development control function 
varies significantly. Certain authorities have a higher proportion 
of professional and others of administrative staff. Furthermore, 
some authorities employ a greater number of senior staff in 
relation to their volume of work. In our view, authorities 

could review the appropriateness of their grading structures, 
having regard to their present and future needs in order to 
satisfy themselves that the work is being carried out in a cost 
efficient fashion. (Section 6) 
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2.9 



Planning decisions are newsworthy and there is a considerable 
volume of public criticism, much of which is no doubt ill founded 
and ill informed. Some of it relates to real or apparent 
Inconsistencies in planning decisions. Systems for documenting 
planning policies, which develop and evolve over a considerable 
period of time and involve a considerable amount of material, 
vary widely. We believe that authorities could benefit by the 
creation of policy and procedural manuals with the aim of 
assisting members and officers to maintain a consistent and co- 
ordinated approach to decision taking. They could also contribute 
to a reduction in the amount of time (and cost) needed to process 
applications. (Section 7) 



2.10 Few authorities have introduced procedures for planning and 

controlling the work involved in processing planning applications 
on a systematic basis. We believe that the use of short term 
expediting procedures, and longer term planning systems, coupled 
with the provision of appropriate information for both members 
and officers, would enable them to monitor the extent to which 
applications are processed in a timely and cost efficient fashion 
and more importantly to take early action to deal with matters 
requiring attention. (Section 8) 



2.11 The Chartered Institute of Public Finance and Accountancy (CIPFA) 
and the Department of the Environment (DoE) publish the only two 
national sets of comparative data on a regular basis. The CIPFA 
statistics are primarily concerned with costs, although they 
include certain details of workload and numbers of staff. The 
DoE (and Welsh Office) statistics are primarily concerned with 
the volumes and speed of processing land use applications. Both 
sets of data have certain limitations and deficiencies. In 
particular, they do not relate the costs and numbers of staff 
to the volume of work, and the speed with which applications are 
determined. In our view there are opportunities for modifying 
the national statistics to deal with the uncertainties surrounding 
their accuracy, and more importantly to incorporate additional 
information, including processing speed within the CIPFA reports. 
(Section 9) 



2.12 Overall, we have formed the view that the most efficient 

authorities are those where there is a continuing commitment 
to sound management practices on the part of both members and 
officers, and a real desire, backed by constant attention to 
detail, for the provision of an economic and speedy service. 
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3. THE APPLICATION PROCESS 

3.1 Before discussing the potential ways and means of improving the 
development control function, we think it would be helpful to discuss 
the background to and the main activities involved in dealing with 
planning applications with some broad estimates of the time taken 
for their completion, the issues involved, and an indication of the 
level of control which local authorities have over these matters. 

3.2 We believe that a brief description of these processes would put 
into perspective what we consider, from the information given to 
us, to represent reasonable expectations, in particular as regards 
the overall time taken to process planning applications. 

Background 

3.3 Development control forms an integral and important part of the total 
planning and development function. It is the most significant part 
of the planning process with which members of the public come into 
day to day contact in their dealing with local planning authorities. 

3.4 In employment terms it represents some 40% of the manpower and a 
somewhat lower percentage of the total net expenditure on these 
activities. The remaining responsibilities of chief planning officers 
encompass the preparation of structure or local plans together with 

a wide range of supporting planning briefs and research related 
activities. In addition, they variously are also responsible for 
such other functions as building control (most commonly in the smaller 
authorities), conservation, transportation and industrial develop- 
ment as well as the work of professional architects and surveyors. 



3.5 The essential purpose of controlling the individual for the benefit 
of the community has largely remained unchanged since the inception 
of any kind of state control over private development. The nature of 
control has, however, been continuously amended and this has been 
reflected particularly since 1947 in a wide range of planning legislation, 
departmental circulars and professional debate. In the 1950’s and 

1960 ’s planning was largely concerned with indicating where various 
kinds of development were felt to be desirable and development control 
was concerned with ensuring that other, by definition undesirable, 
developments were prevented. 

3.6 In the 1970's and in particular at the present time the planning 
function has adopted a more positive role in actively encouraging 
development. In particular it has been concerned with industrial 
development where this would result in the creation of jobs, and 
thus in the economic regeneration of local communities. Central 
government has also encouraged this change in attitude for example 
with the establishment of the experimental enterprise zones and a 
call for less subjective interference, a point echoed by the Royal 
Town Planning Institute. As a result many authorities respond much 
more quickly and deal sympathetically with developments which are 
likely to create work. 
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3.7 



3.8 



3.9 



3.10 



3.11 



3.12 



In addition, there has been increased emphasis on conservation 
matters and the need in particular areas for planning authorities 
to respond to the pressures of a wide variety of specific interest 
groups not all of which share the same environmental and job 
creation aims and objectives. 



The interplay of the above factors and their significance to 
individual planning authorities varies considerably. In one 
authority we visited little emphasis was placed on job creation 
at that time because the effects of the recession had barely 
touched its area. Another has all the problems of the inner city 
with which to contend, and a particularly articulate, and extensive 
range of interest groups anxious to contribute to the resolution 
of those problems. 



During this period local government itself has undergone a variety 
of major and minor changes resulting in fundamental alterations 
to the organisation of planning both at county and district 
level and the need to reappraise the purpose of planning as well 
as the relationships between central government, counties and 
districts. These changes have significantly affected the nature 
and flow of work and absorbed many hours of professional time. 



Overall processing speed 



In broad terms the work involved in processing applications 
includes a number of main stages which are summarised in Exhibit 1 
and discussed further below. This description omits points 
of detail and matters which should not affect the overall cycle 
as well as the differences in procedures between one authority 
and another. 



Although they are only general indications we have noted both 
the fastest and the more typical times required to process planning 
applications. Clearly actual practice varies considerably from 
one authority to another. In addition we have distinguished 
between matters which are directly under the control of officers 
and members, as well as the external factors over which they 
have less influence or control. 



Local planning authorities have no final control over the statutory 
consultation period which has been set at 28 days although clearly 
they have some influence over the numbers of applications and 
the speed with which they go through this part of the process. 

Some authorities apply an agreed code of practice regarding 
consultation whilst, for various reasons, others do not. By 
mutual agreement they can also arrange to reduce the period. 

A period of 21 days has been agreed by a number of authorities 
with certain statutory undertakers. As far as parish councils 
are concerned the statutory consultation period is 14 days. 

It is clearly desirable to start the consultation process as 

early as possible in the cycle in order to minimise potential 
delays . 
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3.13 



3.14 



3.15 



Whatever the arrangement, it is within the power of the officers 
to keep the period to the statutory 28 or 14 days by the use of 
simple management controls. 



By contrast, authorities have rather more control over the period 
allowed to their own staff, as well as neighbours. Typically, 
the period allowed is a maximum of 14 days. Provided these 
consultations run in parallel with the statutory consultations 
they should not exceed the overall time required. 

Once again it is within the power of officers to ensure that these 
times are not exceeded. In practice the periods may be exceeded, 
as well as improved upon. 



There are significant differences in the times taken to carry out 
the necessary clerical, administrative, technical and determination 
procedures. All of these matters are under the control of the 
officers and members. For example : 

(1) it is clearly in the interests of speed to ensure that 
the consultation procedures are initiated early in the 
cycle following the receipt of planning applications and 
thereafter monitored closely so that no further delay 

is experienced. 

(2) the cycle of committee meetings can give some leeway and 
provide extra time, depending upon the frequency of meetings 
and the date of receipt of an application. Having regard to 
the points made above it is clearly desirable therefore 

to take suitable action to ensure that this leeway is not 
automatically built into the normal routines. 

(3) the degree of detail required in reports and their method 
of preparation, the extent of officer delegation, and the 
frequency of committee meetings can have a significant 
impact on speed and costs. 

(4) it is desirable that determination notices should be issued 
as promptly as possible following a decision (whether taken 
by an officer or by a committee). 



Overall, in those cases where the full statutory consultation 
period of 28 days is required, it seems that, at best, applications 
can be processed (inclusive of weekends) in some 5 to 6 weeks, 
although many can take longer, around 8 weeks or over. Clearly, 
this time may be reduced where a shorter consultation period is 
required or provided for, or where there is no consultation at 
all. By contrast complex cases may require longer periods of time. 
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3.16 



It seems that applications which do not involve local planning 
authorities are, at best, being processed in 3 to 4 weeks, 
and more typically, in 6 - 7 weeks. Indeed, we gained the 
overall impression that most authorities tend to regard the 
8 week period as the basic target for the determination of all 
applications. We think it possible that the DoE's concentration 
on this period as a measure of overall efficiency reinforces 
this attitude. 



3.17 By comparison, in his final report of the Review of the 
Development Control System (1975) Dobry suggested a period of 
between 35 to 42 days, i.e. 5 to 6 weeks for processing 'Class A' 
categories. Class A cases as classified by him included simple 
cases, all applications conforming with an approved development 
plan, developments which only just exceed those provided by the 
General Development Order, and approvals of reserved matters 
relating to Class A cases. 

3.18 As mentioned above, it should be appreciated that the above 
quoted times refer to processing periods. They are exclusive 
of any additional waiting time which might arise as a result of 
the committee cycle. This cycle can extend the overall period 

by 1 to 5 weeks depending upon the frequency with which committees 
meet. Furthermore, they do not include the additional time taken 
when a planning application is referred to the full council for 
ratification. This step can also add significantly to the overall 
period of time required to determine planning applications. Finally, 
they do not include delays occasioned by incomplete or otherwise 
inadequate applications. 

3.19 Clearly, apart from considerations of time, the way in which the 
routine work is allocated and handled, and the manner in which 
the development control section is organised and staffed will 
also affect the unit costs of processing planning applications. 



Initial receipt 

3.20 This work includes the receipt, registration and acknowledgement 
of planning applications. The work is mainly of a clerical and 
administrative nature, and includes checking the validity and 
completeness of the information, as well as the accuracy of the 
fee. At this stage it is common to initiate certain (typically, 
the statutory and internal) consultations, although in some 
authorities this is done on a weekly or other periodic basis. 

This period can take from 2 to 5 mandays of time. The statutory 
consultation period is 28 days. 

3.21 In practice authorities find that a significant number of applicants 
file incomplete applications. This can quickly extend the period 

of time required from the date of the original application. Some 
authorities encourage developers to discuss their plans in advance 
of making a formal application in order to reduce the time spent 
in dealing with these problems and in obtaining further information. 
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Case work 



3.22 



3.23 



3.24 



3.25 



3.26 



3.27 



At an early stage a site visit is required at which time the 
need for additional consultations is reviewed. This work is 
normally carried out by a case officer. Work is allocated to 
case officers on a variety of bases depending upon the way in 
which the development control section is organised. Whilst 
most authorities have informal arrangements for allocating 
complex cases to more senior staff only a few are specifically 
organised to deal separately with minor and very simple cases 
on a routine basis. 



Generally, arrangements for additional consultations are made 
once a site visit has been completed when the specific nature 
of the site and proposals and their likely effect on the environment 
can be assessed. Commonly, for example, it is at this stage that 
a decision is taken to consult with neighbours and parish councils 
(although some initiate this at the beginning of the cycle). In 
such cases it is common to allow 14 days for consultation. 



The nominal target issue and consultation periods established 

by each of the 13 authorities are set out in Exhibit 2. They vary 
widely. 

Formulation of recommendations and report preparation 

Once the case officer has received responses from the consultees 
he is able to consider their comments in relation to the require- 
ments of town and country planning legislation as well as the 
authority’s own policies and individual requirements. As discussed 
previously, simple cases involving perhaps only a small alteration 
or extension to a private residence normally require a minimum 
amount of consideration. The issues are generally clear and the 
application of the law and policies of the authority are straight- 
forward. By contrast major industrial and large residential 
developments often have considerably greater implications and typically 
require more detailed study. 

Reports vary considerably in length and the amount of details, 
although their length does not necessarily indicate their complexity. 

It is not possible to categorise all householder or minor applications 
as simple ones, requiring a minimum of work . Some may involve 
important conservation and other considerations which serve to 
complicate what would otherwise be a straightforward case. There 
is a lack of information on the numbers of these cases. We gained 
the impression however, that most cases are, in practice uncomplicated, 
requiring a relatively short period of consideration and as a result 
of time. 



Reports are prepared at different stages in the processing cycle. 

Some officers prepare them on an ongoing basis. Others prepare and 
finalise them in the period immediately preceding a committee meeting. 
Before their issue, reports and recommendations are discussed with 
and vetted by one or more planning officers of increasing seniority. 
In some authorities simple cases are reported by way of lists rather 
than the use of separate reports. 
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3.28 In many cases members expect to receive copies of the agenda 

and the reports a week or more in advance of the committee date. 
This requirement also adds to the processing time. 



3.29 Overall there is a very wide variation in the quoted times 
required to deal with these matters. 



Committee decision 

3.30 The number and type of cases determined by committee vary from 

one authority to another. Those cases which are passed to committee 
are normally determined at the first meeting. 

3.31 In a few cases members decide to postpone decisions for further 
investigation and subsequent debate. This may involve the case 
officer making arrangements for them to visit particular sites. 

3.32 The structure and frequency of committee meetings also varies. 

Each of these factors affects the overall processing time although 
in most cases the actual time spent on individual items is 
relatively short. In practice most of the authorities delegate 
certain items for decision by the Chief Planning Officer although 
the extent to which this is done and the way in which it is carried 
out vary significantly. 

Issue of determination notices 

3.33 Thereafter, it remains necessary to issue the determination notice. 

This notice, which incorporates appropriate conditions, may take 
from 2 to 5 (or more) days to reach the applicant depending upon 
the way in which the development control section is organised to 
deal with this task. 

Appeals and enforcements 

3.34 A number of determinations results in appeals by the applicant 
against the decision of the authority. Generally these are small 
in number. Appeals may be determined by written representations 
or by an enquiry in public. Typically, those held in public are 
more time consuming. 

Virtually all authorities adopt a passive enforcement role, partly 
on grounds of cost and having regard also to the advice of the 
DoE not to enforce, unless an unauthorised development is really 
objectionable. Generally therefore they tend to respond to complaint: 
from members of the public, although a number use their building 
inspectors to monitor the implementation of conditions to specific 
consents. It is common practice for the bulk of this work to be 
dealt with by a small separate team of junior officers without 
formal planning qualifications. 
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Comparative statistics 



3.35 We have also reviewed the comparative data on development control 
activities published by CIPFA and the DoE. In our view the information 
is useful but limited for the purposes of measuring the performances 

of the development control function. Apart from a number of 
uncertainties over its accuracy it does not relate the costs and 
numbers of manpower devoted to the development control function 
to the volumes of work and the speed with which applications are 
processed. 

3.36 We accordingly calculated both revised and new sets of comparative 
data which we believe facilitate the initial interpretation of 
the relative performances of planning authorities. 

They include the following : 

(1) summaries of their work profiles showing the numbers and 
mix (in percentage terms) of land applications, as well as 
the range and numbers of other applications and related 
matters . 

(2) a summary of the direct costs of development control 
(distinguishing between professional/ technical and 
administrative costs) and their relationship to fees 
received in respect of planning applications. 

(3) ratios based upon the above data showing the relationship 
between costs, time and volumes of work i.e. costs per 
manday, costs per application processed, and mandays spent 
per application. 

(4) summaries of processing speeds (from the DoE data) and 

of the extent of officer delegation (from the authorities* 
own data) 



3.37 The basis on which these figures were produced together with our 
detailed comments are discussed later in Section 9 and Appendix 2 
of this report. 

3.38 A number of factors emerge from an examination of the revised 
comparative statistics of which the more important are : 

(1) there is a strong similarity in the type and mix of 
land applications (work profiles) despite the wide 
differences in size, scope and variety of planning issues. 

(2) whilst the volume of non land (other) applications varies 
widely it seems that in general appeals and enforcements 
represent only a small percentage of all cases, although 
we recognise that these may account for a disproportionate 
amount of work. 

(3) in real terms the costs of development control and the 
relationship between professional and technical staff costs 
and administrative staff costs vary widely. 
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( 4 ) 



the unit costs of handling planning applications vary 
widely and there is no obvious correlation with the 
volume of applications determined. 

(5) the average number of mandays spent on each application 
varies considerably. 

3.39 In our view these indicators reinforce the differences in 
performance and underline the potential opportunities for 
improvement in a number of authorities both as regards the 
time taken and the costs of processing planning applications. 

The various steps which could be considered in isolation or 
in combination, according to the circumstances of each authority 
are discussed in more detail in the remaining sections of this 
report. 
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4. THE STRUCTURE AID ORGANISATION OF PLANNING COMMITTEES 



4.1 One of the major factors which influence the speed of processing 
planning applications is the structure and organisation of the 
committees which are concerned with their determination. In 
this section we examine the structure of the Committees, their 
powers and that of Chairman as well as the ways in which their 
meetings are organised and cases reported to them. 



4.2 A summary of the present arrangements showing the organisation 
of the planning committees is set out in Exhibit 3. 



Delegation to committees 

4.3 We found that most authorities delegate the power of determining 
planning applications to a main planning committee. Only a 
relatively small number of authorities have created sub-committees 
to deal with some or all of the planning applications received 

by them. 

4.4 In two cases however all decisions of the planning committee 
are referred to the Council for its formal ratification. In 
three other cases as a matter of policy a limited range of 
applications are referred to the Council because of their strategi 
or sensitive nature. 



4.5 Any applications submitted to Council will almost certainly 

be delayed and could cause problems in meeting the 8 weeks target. 
We therefore believe that authorities adopting a general practice 
of this sort should reconsider their policies in the light of 
current circumstances, with the aim of delegating all but perhaps 
the most sensitive matters to the planning committee. 

Committee cycle 

4.6 Many authorities are conscious of the need to deal promptly 

at committee level with planning applications. Eight authorities 
have organised themselves to meet (through one or more committees) 
at 3 weekly intervals. We believe that this arrangement is 
worthy of careful consideration by the authorities who currently 
meet less frequently. In our sample one meets on a 4 weekly 
basis, three meet on a monthly basis, and one meets on a maximum 
of a 6 weekly basis. 



We set out in Exhibit 4 the effect of differing committee cycles 
on the overall speed with which planning applications can be 
processed on the assumption that a basic period of 4 weeks 

is required to process an application. Clearly these times 
will be affected by the period of time actually taken by each 
authority. 
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4.8 



4.9 



4.10 



4.11 



4.12 



4.13 



4.14 



4.15 



It will be noted that the frequency with which applications 
can be processed in the fastest possible time (i.e. 4 weeks) varies 
from 7 times under the 3 weekly cycle, to 6 under the 4 weekly, 
and only 4 under the 6 weekly cycle. 



Clearly therefore committees should be held as frequently as 
possible in order to avoid excessive delays. For example, at 
worst under the 6 weekly cycle, applications are more likely 
to take 7 , 8 or even 9 weeks to process. More frequent meetings 
also help to speed the determination of deferred cases. 



It is our view that authorities should aim to hold one or other 
development control committee meetings at three weekly intervals. 

This might be achieved by the establishment of a special sub committee, 
and by staggering meetings of the two committees. 



Just under half of the authorities have established a sub- 
committee, one of whose main responsibilities is to deal with 
planning applications. 



It is our understanding that in these cases the normal practice 
is to separate major and minor cases leaving the latter to be 
dealt with by the sub-committee. This leaves the main committee 
free to concentrate on the more complex issues. 



In one case, the meetings of the main and sub -committees , both 
of whom deal with all types of applications , are arranged in 
such a way that whilst they operate a 6 weekly cycle, in practice 
they are able to deal with applications on a 3 weekly basis. In 
our view this is a practice which could usefully be adopted by 
other authorities, although clearly it would affect the way in 
which they currently allocate case work between the two committees . 



Other authorities which have a lengthy meeting cycle should in 
our view also consider the establishment of a sub-committee with 
this aim in mind. 



More frequent meetings need not impose excessive demands on the 
time of members , particularly if a 6 weekly cycle of meetings 
held at 3 weekly intervals is adopted. In this situation it 
might in fact be possible to reduce the number of attendances 
of certain members given that, as is common, the membership of 
the sub-committee is considerably less than that of the main 
committees . 
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Agenda cut off and issue dates 

4.16 Agenda cut off and issue dates influence the length of the 
development control cycle. The first date is fixed by the 
committee itself and refers to the period of time allowed for 
members to prepare for the meeting. The second date, whilst 
affected by the first, is under the influence of the officers 
responsible for the completion of the agenda and the associated 
reports. It refers to the overall period of time allowed to 
prepare, finalise and issue agenda and reports. The difference 
between the two dates represents the amount of time provided 
by them for the actual preparation and finalisation of the 
reports . 



4.17 The reported numbers of working days allowed by each authority 
for the cut off and issue of agenda are set out in Exhibit 5. 
Once again, the pattern varies considerably. In the case of 
cut off dates they range from 6 to 13 days; and from 2 to 7 
days in respect of issue dates. 



4.18 In our view it is reasonable to allow 5 days for members to 

prepare for meetings. We believe that authorities should review 
their present arrangements with the aim where appropriate of 
reducing their agenda cut off dates to this period. We also 
consider that steps can be taken to reduce the period taken 
to process reports. This matter is discussed in a later section 
of this report. 



Other ways of speeding the conanittee process 

4.19 There are a number of other ways in which authorities can speed 

up the committee's processing of development control applications 
in order to provide an improved level of service to the public. 

They include : 

(1) Delegation to the chairman and/or a reduced number of 
members. Some, but not all, authorities take advantage 
of this procedure to deal with both the period of recess 
and with urgent cases. (Delegation to officers is discussed 
in a later section of this report) . 

(2) The provision of supplementary information, usually verbally, 
by the officers attending the committee. Just over half 

of the authorities (but not the same groups as those 
referred to in the preceding remarks) have adopted this 
practice. 

(4) The separate identification and grouping on the agenda 
of different categories of application having regard 
to their complexity and nature in order to facilitate 
their consideration by the members. Eleven of the authorities 
are using this procedure. 
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The practice of making "conditional" determinations. Six 
authorities adopt this procedure which enables them to deal 
with applications promptly and make a decision in advance of 
consultee's responses. The determination is conditional upon 
the receipt of their responses. Any objections automatically 
cancel the conditional determination and the application is 
reconsidered at the next meeting. 

(6) The use of site visits. Most authorities have made arrangements 
for dealing with site visits. These vary from a formally 
constituted committee to adhoc arrangements. In at least one 
case the whole planning committee reforms as a site visiting 
sub-committee . In most cases the site visit committee has no 
powers and reports its findings and recommendations for determination 
to the main committee. Although its introduction can speed up 
the physical review process, this practice can delay decision 
taking by at least one (and sometimes additional) committee cycles. 

In a limited number of cases the site committee is given delegated 
determination powers with the agreement of the full committee 
unless it wishes to make a negative or adverse recommendation. 

This modified procedure clearly facilitates the determination 
process without impinging on the essential rights and responsibilities 
of the members to ensure that they are made in a constitutional 
and democratic fashion. 

4.20 In our view each of these practices is worthy of consideration 

by an individual authority in relation to its existing organisation 
and procedures . 

Nature and structure of case reports 

4.21 The quality of the reports prepared by the officers is crucial 
to informed and effective decision taking. It reflects their 
knowledge and understanding of the policies of the authority 
(including any official or unofficial plans), the legal requirements 
set out in the appropriate legislation, ministry circulars and 
other material and a detailed appreciation of the circumstances 

of the case. 



4.22 Clearly, the amount of detail required in order to enable members 
to reach a balanced and informed decision will vary according to 
the nature and complexity of each planning application. In 
general many householder, change of use and minor applications 
have little or no impact on the plans and policies of the authority 
except insofar as they refer to particular problem areas. As a 
result, we have formed the view that much of the work of the 
authority, including that of the planning committee, is routine 
and formal. This matter is discussed further in a later section 
of this report. 
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4.23 



4.24 



4.25 



4.26 



4.27 



4.28 



We appreciate that some applications which would otherwise be 
regarded as simple or minor cases as well as most of the major 
applications involve a number of policy and other important 
issues. Such cases would include applications for developments 
within conservation areas , and those which command a great 
deal of public attention as a result of the activities of 
local or national pressure groups. These cases clearly need 
a greater amount of consideration both by the case officers 
and the members of the planning committees. 



It is apparent that practically all authorities have specific 
problems and policy issues which can increase the work of 
processing certain applications. It is difficult however to 
quantify and measure the numbers of this type of case because 
in general the relevant information is not readily available. 



Clearly the specific effect of this feature on the workload 
of an authority differs in detail on a case by case basis. We 
gained the general impression however that, within each of the 
three groups of authorities reviewed, overall their impact is 
not significantly different. Clearly further analysis is 
required to test the validity of this impression. 



Having regard to the above background we examined random batches 
of applications dealt with by the appropriate committees of each 
authority in order to form an overall view regarding the extent 
to which the amount of information set out therein was appropriate 
having regard to the mix of work i.e. the volume of straightforward 
and complex cases. We excluded the lists of determinations which 
summarise applications dealt with by officers under delegated powers 



We categorised reports as 'heavy' if they consisted of 2 or 
more pages; 'average' if they consisted of one page; and 'brief 
if they were of less than one page in size. Overall 
(excluding the two counties) three authorities tended to produce 
heavy reports, five produce average, and three produce brief reports 
Two of these authorities use abbreviations in their reports to 
faciliate brevity; members are given explanations of the meaning 
of these appreviations to enable them to comprehend the details of 
the report. 



On the evidence available, we conclude that those authorities who 
commonly produce heavy reports could with benefit review the 
extent to which they are necessary, especially in the case of 
straightforward applications, with the objective of (1) reducing 
the amount of work and thus the time involved in their preparation 
and (2) simplifying the task of the committee members. 
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5. 



DELEGATION OF POWERS OF DETERMINATION TO OFFICERS 



5.1 Many commentators believe that the development control process 
can be speeded up by delegating certain powers of determination 
to the Chief Planning Officer. We would agree with this view, 
although we recognise that it may be thought desirable to limit 
the extent of delegation. 



Applications 

5.2 In Exhibit 6 we set out the major steps or groups of activities 
involved. The period of time required to process applications 
varies considerably. In brief they are as follows : 





Days 


required 




Fastest 


Typical 




time 


time 


Parish/Neighbour consultations 


23 


31 


Statutory consultations 


37 


45 


In a few authorities these times 


would be increased by the 



number of days given to members to review officers' proposed 
decisions. In our view, this action, which is discussed 
further below, restricts the effectiveness of officer delegation. 

5.3 These figures demonstrate that the more typical times are 

significantly faster than those reported for applications 
dealt with by committees , as discussed previously in this report. 
Furthermore since there is no committee discussion involved 
it is possible to eliminate what can be very long waiting periods 
arising from the effect of the committee cycles. This matter 
was also discussed earlier in this report. 



Appeals and enforcements 

5.4 In general, most of the work concerned with appeals is dealt 
with by officers. It is common practice for them to report 
to committees on the progress, and it is standard practice to 
report on the outcome of the appeal process. 

5.5 In most cases the issue of enforcement notices and the decision 
to take legal action is taken in committee. We do not see any 
reason for changing these arrangements particularly since they 
relate to a very small number of cases. In our view under the 
present circumstances it seems appropriate that all such matters 
should be dealt with by members, since most enforcements, by 
definition, are likely to be contentious. 
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Current practices regarding applications 

5.6 As regards the delegation of decisions on applications we' 

note that four authorities have not yet taken steps to adopt 
this practice, which in the other authorities eliminates a 
considerable part of the detailed work load at committee level. 



5.7 Authorities' estimates of the extent to which applications are 
dealt with under these delegated powers and details of the mix 
of applications received are set out in Exhibit 7. They vary 
significantly from 23% to 86% of all applications according 

to the specific powers delegated to officers. 

5.8 For this reason we examined the scope of the powers given to 
officers and we found that in practice most delegated powers 
have certain conditions or restrictions attached to them. They 
are summarised in Exhibit 8 and discussed further below. We 
believe that on the one hand a combination of one or more of 
these conditions may provide the safeguards and controls which 
the more cautious authorities would find attractive in reviewing 
their current policies and practices. On the other hand in 
certain authorities the statistics raise important questions 
concerning the scope for and the extent to which officer delegation 
is practised. 



Overall security 

5.9 At least two authorities have established procedures under which 
all applications and the proposed determination decisions are 
briefly listed and issued to members or the chairman and vice 
chairman of the planning committee in effect as an ’information' 
paper before any final action is taken. Members are given a 
short period of time (usually 7 days) within which to raise any 
objections or query individual items. Once that period has 
elapsed, officers proceed with their proposals. Objections are 
referred to committee for open debate in the normal way. As 
discussed above this action somewhat conflicts with the objectives 
of delegation by adding to the time involved in determining 
applications , 



Approval and refusal 

5.10 Where officer delegation is practised a number of authorities 
restrict officers' authority to the approval of applications 
with or without conditions. In the case of proposed refusals 
the practice is mixed. Some authorities prefer to deal with 
such items in committee, whilst others give officers the authority 
to deal with them directly. Under the latter arrangement 
in at least one authority the overall security arrangements 
discussed above provide members with a further safeguard and 
control over the effectiveness of the delegation process. 
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Treatment of objections 

5.11 Practice with regard to the treatment of objections is also 
mixed. Some authorities arrange for all applications to 

which consul tees raise objections to be discussed in committee. 

Others impose no such specific constraints upon officers 
preferring to leave this type of decision to their good sense 
and professionalism. 

Specific and other limitations 

5.12 Authorities tend to adopt different practices in order to limit 
the powers of delegation still further. For example, whilst 
practically all give officers full powers to deal with advertisements, 
one retains the power to deal specifically with hoardings at 
committee level. Another authority refers all matters relating 

to listed buildings to committee. Others set less specific 
guidelines. For example, they delegate authority to deal with 
applications which are 'straightforward' or 'in line' with council 
policy. 



Officers ' own limits 

5.13 By and large, despite the fairly wide degree of delegation, we 

found that most officers prefer to refer to the committee sensitive, 
contentious or other items which they judge may have subsequent 
repercussions, or which could affect the present policies of 
their authorities. 



5.14 We have formed the conclusion that in the interests of cost 

effectiveness authorities in general could extend the present 
delegation powers of officers. We feel it would be desirable 
at the same time to make suitable arrangements to ensure that 
adequate safeguards are ouilt into the system and procedures 
to enable members to review some (excluding perhaps the most 
simple) cases before officers proceed to take the appropriate 
action on the fines discussed above. We therefore recommend 
that authorities should review their present arrangements with 
these objectives in mind. 
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6 . 



ORGANISATION OF THE DEVELOPMENT CONTROL FUNCTION 



6.1 In this section we discuss the ways in which the authorities 
organise themselves to carry out development control work, 
and our conclusions regarding the steps which authorities 
could take to improve their efficiency. 

Main organisation 

6.2 Two main methods of organising the overall function emerged from 
our review : 

(1) The establishment of a separate development control 
section staffed by officers who are effectively engaged 
full-time in this work. This is the most common 
approach. 

(2) The creation of a total planning activity which combines 
as a minimum the preparation of local plans (formal or 
otherwise) with the pure development control process. 
Officers in this type of structure carry out both 
types of work as the need arises. The two counties 
visited were in the course of restructuring their 
organisation in this way, in particular to deal with 
their extended minerals responsibilities. Only two 

of the other authorities had adopted this approach. 

6.3 In all cases other professional and support staff are involved 
in development control work including other planning officers 
on an internal consultation basis (primarily in 1 above) and 
generally to a lesser extent staff from the legal, treasurer's 
and other departments. 



Internal organisation 

6.4 There are a number of ways authorities organise staff on a 

formal basis within the development control section itself. 

They include : 

(1) the separation of enforcement work. Under this arrangement 
junior officers without formal planning qualifications 
deal with the initial work involved in investigating and 
processing complaints. Most adopt this approach. 

(2) the separation of simple cases. Under this arrangement 
junior and/or unqualified staff only deal with straight- 
forward applications which can thus be processed on a 
quasi "production line" basis. Whilst we were advised 
by most authorities that they adopt this approach it 
seems that few structure their organisation on a formal 
basis to ensure that these objectives are achieved. 
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(3) the formation of geographical teams. Under this arrange- 
ment case officers specialise in specific areas, certain 
of which such as conservation and inner city areas may involve 
particularly complex planning issues. Practices are mixed. 



6.5 In addition, we found that generally most of the administrative 
staff are usually not attached to the development control 
section, although many are engaged full time on development 
control work. 



Staff 

6.6 A summary of the numbers and grades of staff is set out in 
Exhibit 9 (Tables 1, 2 and 3). 

The numbers of staff shown therein include : 

(1) the numbers (in manpower equivalent terms) of professional 
and administrative staff in the development control 
section who are engaged on development control work. 

For example we have excluded the time of staff working 
on local plans where these functions are grouped 
together. 

(2) those staff who provide professional (largely consultative) 
and administrative support to the development control 
section. These staff are employed elsewhere in the Planning 
Department or Directorate, or in a separate administration 
department which provides a service to various departments 
including planning and development control. They do 

not however include the time of staff in other departments 
or sections who may be engaged on an adhoc basis on 
development control work. 



6.7 These figures demonstrate amongst other things that : 

(1) staff in the development control section are not in all 
cases wholly engaged in development control work. This 
reflects the different organisation structure referred 
to above, plus the relatively loose way in which work 
is allocated amongst planning staff. In our experience 
it is more difficult to control the performance of staff 
under such conditions. 

(2) in most cases administrative staff are not attached formally 
to the development control section, and are not the direct 
responsibility of the section supervisor. In our 
experience it is less easy to manage staff in this type 

of environment. 
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(3) the ratio of prof essional/ technical to administrative 
staff varies from 1.3:1 to 3.7:1. This range raises 
questions concerning the way in which authorities 
use these two groups of staff. 

(4) the percentage distribution of staff grades also varies 
significantly. Whilst there is less variation between 

the averages for larger and smaller authorities the overall 
percentages of, for example, PO grades and above vary 
from 7% to 10 % of all professional staff. There are also 
considerable differences in the mix of grades of admini- 
strative staff. 



6.8 In our view these indicators raise a number of questions concerning 
the organisation of the development control section and the mix 
of staff employed on its work. We believe that in the interests 
of operational effectiveness and cost control, they suggest 
opportunities for considering : 

(1) the establishment of a separate development control 
section integrating both professional and administrative 
staff and organised in such a way that the more simple 
cases are clearly distinguished and processed separately 
from more complex cases. An outline organisation chart 
showing one way in which this might operate is. attached 
in Exhibit 10. 

(2) the extent to which a greater proportion of administrative 
staff could be used to deal with the more routine aspects 
of the work including processing the simple and straight- 
forward cases. 

(3) the appropriateness of the present grading structures 
within development control having regard to the nature 
of their work, and the practices of other authorities. 

In particular it would seem reasonable to us for the 
appropriate authorities to question carefully the circumstances 
surrounding and the justification for employing what appears 

to be a relatively heavy proportion of senior professional 
and an unusually low proportion of junior and administrative 
personnel . 

These matters are further discussed below. 



Dealing with straightforward cases 

6.9 We did not examine the allocation of work in detail. Nevertheless 
we have formed the impression based upon our discussions and the 
data referred to above that certain authorities have been able 
to maintain a higher proportion of non-professional or junior 
staff by using them to perform not only a greater percentage 
of clerical and administrative work, but more importantly to 
handle simpler planning applications such as householder and 
the more straightforward minor applications, advertisements, 
and enforcements. 
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6.10 



It is our view that with this experience in mind a significant 
volume of the work involved could be dealt with by non-professional 
staff. In any case we believe that there is considerable value 
in separating this work on a formal basis leaving professional 
and/or more senior staff (who tend to be employed in the higher 
and more expensive grades) free to concentrate their skills 
and attention on difficult and complex cases. 



6.11 A further advantage in separating straightforward cases is that 
they can be better planned, processed and controlled on a more 
formal basis. Both staffing requirements and work performance 
can be measured more accurately having regard to actual and 
estimated volumes of work and the use of an acceptable unit 

of time required to process an application. 

6.12 We believe that in this way authorities would be better equipped 

to ensure that such applications are processed expeditiously having 
regard to the fastest and more typical times and the recommendations 
made by Dobry in respect of Class A applications referred to 
earlier in this report. 

6.13 It has been suggested to us that the separation of straightforward 
cases would be difficult to administer since it could lead to 

a diminution of job interest and thus efficiency. We believe 

that it should be possible to combat this phenomenon by a 

process of job rotation and career planning combined wherever 

possible with the utilisation of less senior (including administrative) 

staff. On balance therefore we take the view that the potential 

advantages in gaining tighter control and in achieving more speedy 

processing times outweigh the potential disadvantages. 

Dealing with special areas 

6.14 There appears to be considerable merit for larger authorities, 
or those with particular planning problems to establish one or 
more teams to deal with specific areas such as inner cities 
because : 

(1) they acquire an in-depth knowledge of the areas and 
the particular problems involved. 

(2) their time spent on travelling to sites is minimised. 

6.15 We would commend consideration of this approach, which we believe 
can be implemented in association with the arrangements discussed 
above. For example, it might be desirable to divide the staff 
dealing with straightforward cases into two or more area teams. 

Area teams should not become excessively fragmented because this 
approach can add to the costs of supervision and contribute to 
undesirable peaks and troughs of work. 
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Dealing with complex cases 



6.16 



6.17 



6.18 



6.19 



6.20 



6.21 



It is clear that complex cases should be dealt with by more 
senior staff although the routine administrative and possibly 
certain aspects of the professional work can be allocated 
to junior and/or non-professional staff. 



Furthermore, complex cases usually require a detailed knowledge 
interalia of the plans and policies of the authority which can 
be gained in part as a result of working on the preparation of 
the plans and on the development of the authority's planning 
policies . 



Having regard to the relatively small number of complex cases 
in most authorities, we believe that it would be sensible to 
consider combining the local planning function with that of 
development control. The planning officers involved should 
deal only with the more complicated planning applications. In 
smaller authorities complex applications might be best dealt 
with by the senior planning officer. In both cases under these 
arrangements senior planning staff would not normally expect to 
be involved with straightforward cases, except on an advisory basis. 



The counties, in our view, provide a recent example of actual 
practice. The bulk of their effort is now concerned with a 
limited number of mineral applications which by their very 
nature tend to be complicated. In the two cases studied one 
had, and the other was about to re-organise by merging the 
development control and minerals planning functions. 



The remaining work of development control in the counties is 
primarily concerned with ensuring that their response is co-ordinated 
and made on a timely basis to the determining authority, and in 
dealing with deemed applications. They are thus not strictly 
comparable with districts in as much as they have few straight- 
forward cases with which to deal. 



Dealing with administrative matters 

Most authorities have allocated a significant part of their 
routine clerical and support services to administrative and 
clerical staff. The way in which these staff are organised 
varies considerably. Most are not attached to the development 
control section although in a number of cases they are wholly 
occupied on development control work. 
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6.22 



In our view these staff should as far as possible be an integral 
part of and located within the development control section, 
responsible directly to the development control section supervisor. 
We believe that as a result he would be better able to plan 
and control their work on an operational basis and that there 
would be greater accountability as a result. Such administrative 
staff as are affected would remain within the functional control 
and the career structure of the administration division. 



Other professional work 

6.23 The overall amount of time spent by other planning staff on 
development control work does not vary significantly. This 
matter is discussed elsewhere in this report. It appears however 
that in a small number of cases the whole or a very considerable 
part of the time of one or more officers in other sections of 
the planning department is spent on development control work, 
including enforcement. In our view authorities should consider 
regrouping such individuals within the development control section 
on the same grounds as, and in the way discussed above. 

Relationship between the types and grades of staff 

6.24 As discussed above, Exhibit 9 (Table 2 and 3) demonstrates a 

very significant degree of variation in the way in which authorities 
staff their development control functions. Some authorities 
appear to employ a greater percentage of administrative staff. In 
addition others appear to be able to tackle the work with a lower 
proportion of senior staff in both the professional and administrative 
grades . 

6.25 Both larger and smaller authorities (excluding counties) average 
2 prof essional/ technical for 1 administrative staff, although 
the range is 1.3:1 to 3.7:1. 

The ranges of each grade in percentage terms is as follows : 



Professional Administrative 





Low 


High 


Low 


High 


PO and above 


7 


70 


Nil 


11 


SO 


2 


49 


Nil 


11 


AP ) 


12 


55 


Nil 


60 


T ) 


Nil 


43 


Nil 


46 


Clerical 


Nil 


10 


28 


92 
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6.26 Having regard to the broad similarities in work profiles 

discussed elsewhere in this report, particularly within the 
larger and smaller groups of authorities, prime facie, we 
expected to find a more common pattern in the staffing arrangements. 



6.27 We recognise that in principle senior and more experienced staff 
can process applications more quickly and that there is a trade 
off between costs, speed and volume of work. 



6.28 Nevertheless, in the context of our other proposals we believe 
that there are opportunities for authorities to review their 
present staffing structures having regard to their present and 
anticipated workload as well as the work profiles and the 
staffing arrangements of other authorities, with the aim of 
seeking ways and means of using a lower percentage of senior 
grades, and a greater proportion of junior and administrative 
staff. 
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7. DOCUMENTATION OF PLANNING POLICIES 



7.1 As discussed earlier in this report, we gained the impression 
that most applications are of a fairly routine nature, not 
involving major legal or policy issues or complex practical 
considerations. Probably, in part for this reason, the 

vast majority of cases which pass through the development 
control process each year attract little comment in the 
national, local and professional press. 

7.2 Major, and a number of what would otherwise be simple or routine 
cases are complicated by a wide variety of economic, environmental, 
legal and internal policy issues having regard to the differing 
viewpoints of the various interests involved, including those 

of the authority itself, the DoE, the developer, and such 
organisations as other planning authorities, statutory under- 
takers, parish councils and bodies representing neighbours and 
specific interest groups. 

7.3 It is possible that in some cases the quality of the planning 
decision can be challenged. For example, from time to time 
references appear in the press to so called inadequate or 
unsatisfactory decisions and these appear to be significant 
enough to be treated seriously by individuals and organisations 
which represent the various interests involved. 

7.4 Without over emphasising these issues, there is no doubt in our 
minds that effective planning, including the determination of 
individual applications , is very dependent interalia upon the 
capacity of an authority in considering specific cases to relate 
the particular issues involved to the wider legal and planning 
considerations as well as, importantly, its own plans and planning 
policies . 

7.5 In most authorities we found that these policies, together with 
other relevant documentation and material are in practice a 
collection of written and unwritten plans, views and experiences 
which have been developed over an extensive period of time. 

Written policies may be in the form of statutory plans, formal 
documents not intended for submission within the framework of 
the strategic and local planning system (including plans 
developed prior to the present system) , agreed codes of consultation 
practice, and informal written papers and briefing material. They 
will usually include references to officers ' interpretations of 

any one of the above items, past decisions taken by the authority, 
and a record of all planning consents. 
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7.6 In addition, there is a great deal of additional material relating 
to planning law and guidance notes from the DoE, the LAA’s, 

the NDCF, and the RTPI, as well as more general discussions 
and debate in the profession. Unwritten material may include 
officers' interpretations of policy and other cases as well 
as an indication of current thinking within the authority. 

7.7 With this background, we reviewed what arrangements authorities 
had introduced to record this information in such a form that 
it is readily accessible in order to facilitate their decision- 
taking processes. We found that a small number of authorities 
have developed policy and other manuals with the aim of providing 
both members and officers with a simple point of reference material. 

7.8 The content and structure of these manuals varies. The most 
comprehensive ones are set up primarily as reference indices, 
tabulated by topic with one or more supporting files of detailed 
documentation. A few incorporate additional material describing 
the planning systems and procedures either in the form of system 
flow charts supported by or as an alternative to written notes 
describing the procedures, the documentation and the way in 
which the system should be operated. All keep a constraints 
map although this was not always up to date. 

7.9 There are a number of reasons why we believe authorities should 
introduce one or more reference manuals covering both the policies 
and decisions of the authority as well as its operating procedures. 
They include the following : 

(1) as indicated above, there are very many sources of policy 
material. In our view, it is unrealistic to expect officers 
and members to carry all this information, or even the 
relevant sources if not the detail, in their heads. 

(2) as officers transfer from one authority to another, they 
need to be able quickly to grasp the specific policies 

of each if they are to operate effectively, i.e. if individual 
planning applications are to be handled consistently over 
a significant period of time within the context of the 
authority's prevailing policies. Members too, change 
from time to time and without a reference manual, they 
are wholly reliant on the quality and reliability of officers ' 
briefings . 

(3) in our view, too much reliance is currently placed on 
the most senior levels of planning management. In most 
cases we found that at least two and sometimes three or 
even five levels of officer review the work of more junior 
case officers. The details of these findings are set 

out in Exhibit 11. We appreciate that there is a need 
for internal discussions and checks on the quality of 
the work of individual case officers. We feel, however, 
that the introduction of a manual would reduce their amount 
and thus the number and frequency of checks . 
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(4) delegation of powers of determination to officers might 
be increased safely where the policies of an authority 
are recorded in a manual. 

(5) manuals are a positive aid to the introduction of improved 
administrative procedures, to the reduction in the size 

of reports and in speeding the preparation of decision 
notices, especially when used with work processing systems 
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8 , 



THE PLANNING AND CONTROL OF DEVELOPMENT CONTROL WORK 



8.1 In common with all other organisations, whether they are in 
the private or public sector, relevant, timely and regular 
information is required if the officers are to plan and control 
their work in a meaningful fashion and if they are to be 
properly accountable to members for the efficient use of the 
resources allocated to them for the purpose of carrying out 
the development control activities. 

Present situation 

8.2 In our view, with certain exceptions, there is at present 
insufficient information available both as regards the short 
and longer term activites of the development control function, 
so as to enable either the members or the officers properly 

to : 

(1) assess the future workloads of the development control 
section, and establish staffing levels to meet those 
requirements having regard to the overall policies 

of the authority. 

(2) monitor actual performance and identify where action 
is needed to deal with such matters as the costs of 
processing applications, or the speed with which they 
are determined. Few authorities prepare any information 
other than that required for the DoE and CIPFA 
statistics. (We understand that LAA's have recently 
agreed a code of practice with the DoE concerning the 
external publication of information regarding the time 
taken to process applications). 

(3) control the day-to-day flow of work of individual cases. 
Not all authorities set targets: few actually use them 
to monitor progress during the processing cycle. A 
number make use of a weekly list of applications which 
is designed primarily as a means of advising interested 
parties of applications received. 

Typically, officers apply eight weeks as a standard. There 
is no formal mechanism for recognising that straightforward 
cases could be processed more quickly. Of those who review 
progress, several tend to do this only at a time when little 
or no direct action can be taken to ensure that specific 
cases are dealt with within the eight week period. 
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8.3 



Overall we gained the impression that both officers and 
members place a fairly low priority on these aspects of 
their work. The reasons for this general lack of interest 
appear to be varied. For example : 

(1) We were told that some members feel that because 
officers are responsible for dealing with day-to-day 
management matters, they should be left to "get on 
with it". In our opinion, if members are to be fully 
accountable, they should be in a position to monitor 
the extent to which officers are planning and using 
the resources allocated to the development control 
function in a cost effective and efficient manner. 

(2) Some members may feel that these issues are properly 
and adequately dealt with by the existing machinery. 

We understand that typically such matters as staffing 
levels are the responsibility of and dealt with by the 
personnel (or establishments) committee, supported 

by management services staff. We feel that these 
arrangements are not always adequate because : 

(i) control cannot be achieved without the provision 
of more accurate and specific data relating to 
the activities, the work load, and the resources 
of the function. 

(ii) in our view it is not appropriate to divorce 
responsibility for the work from responsibility 
for the costs and efficiency with which the work 
is completed. 

(3) There is a great deal of uncertainty concerning the 
value of the data prepared both by CIPFA and to a lesser 
extent the DoE. We believe that this uncertainty could 
be significantly reduced by taking steps to ensure 

that all authorities submit data on the same basis and 
by simplifying and/or extending the reported information. 
These particular issues are discussed elsewhere in this 
report. 

(4) There appears to be a general reluctance to commit 
resources to the provision of management information 
on the grounds that it adds to the costs and is 
'unproductive'. We do not agree with this view. 
Experience in industry and other public bodies has 
shown that performance cannot be improved without the 
collection and use of relevant information. We accept 
of course that a balance must be maintained between the 
cost of collecting information and its potential value 
in identifying opportunities for improvement. 
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Suggested approach 

8.4 We consider that authorities with a significant volume of 
work should, as a minimum, operate the following formal 
systems and procedures : 

(1) short term expediting procedures aimed at ensuring 
that applications are processed with all due speed. 

They should be designed to facilitate the allocation 
of development control work to staff on a systematic 
basis, and to ensure that progress is monitored at 
appropriate intervals having regard to planned target 
dates . 

(2) longer term planning procedures aimed at ensuring 
that scarce resources are allocated in a meaningful 

way to meet specific objectives. They should be designed 
to facilitate the calculation of work loads and anticipated 
staffing requirements over a period of (say) 12 months 
having regard to such matters as the policies concerning 
the speed with which applications should be processed 
and the level of cost which is acceptable to the authority. 

(3) formal reporting systems designed to provide both 
members and officers with regular information concerning 
the costs and performance of the development control 
function. 



8.5 These matters are discussed briefly below. Clearly the level 
of sophistication of the procedures and the degree of detail 
provided at each management level will vary according to the 
size and needs of individual authorities. 



8.6 We would not expect counties for example, to establish complex 
systems to monitor the progress of each mineral application 
because they now have a relatively low volume of work. One 
county currently uses a simple wall chart which it updates 
regularly in order to expedite applications. On the other 
hand, authorities which process many hundreds of applications 
each year would require rather different methods for monitoring 
performance on a day-to-day basis. 

8.7 Furthermore, the way in which information is collected, summarised 
and reported will vary largely according to the volumes of 

cases processed and the complexity of the work involved. As 
indicated above, certainly in the busier authorities handling 
large numbers of applications, the degree of detail provided 
to members would normally be less than that provided to the 
officers. Where however volumes are relatively low, it may 
be appropriate to prepare common information for the joint 
use of members and officers. 



- 39 - 



Printed image digitised by the University of Southampton Library Digitisation Unit 



8.8 



There is a danger that too much information can be produced 
and this must be controlled. In our view one particular 
authority in our review could take steps to reduce the 
number and contents of its management reports. 



8.9 For these reasons we have not drawn up a recommended set of 
pro forma reports and planning and expediting procedures. 
They should be designed to suit the particular needs, size 
and structure of individual authorities having regard also 
to the availability of such other resources as computing 
facilities . 



Longer term planning and control 

8.10 The longer term planning and control of development control 
activities requires the regular provision of a number of reports 
on key issues. We would anticipate that these reports would 

be prepared to suit the needs of the intended recipients. For 
example members would receive overall summaries of key 
information, chief officers would receive more detailed analyses 
of the key data, and development section supervisors and case 
officers would receive specific operating reports concerning 
each main type of activity, and, as appropriate , information 
concerning the state of individual applications. 

8.11 In broad terms, we consider that these internal management 
reports , which would provide the source material for the 
completion of the CIPFA and DoE statistics would include 
information in appropriate detail concerning : 

(1) the volume and nature of work as expressed in numbers 
and types of applications. 

(2) the total direct costs of development control and 
application fee income; and the unit costs of processing 
applications . 

(3) the total manpower directly involved in development 
control and the manpower units required to deal with 
planning applications. 

(4) the speed with which applications are processed 
distinguishing between the main types of applications, 
in particular straightforward and complex cases and 
the level of responsibility for their determination 
(ie. council, committee, officer) together with reasons 
for delay in appropriate instances. 
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8.12 



In each case, we would envisage that the reports would 
provide comparative information prepared on two bases namely: 
actual results compared with such internal information as 
the planned (or standard) data and previous years' results, 
and actual results compared with appropriate external data 
from such sources as the DoE and CIPFA representing the 
performance of all or a relevant selection of comparable local 
planning authorities. 



Expediting applications 

8.13 The expediting system would involve, in brief : 

(1) the establishment of one or more target dates in respect 
of each application. The key date would be either the 
committee date, or in the case of delegated items a 
date based upon reasonable expectations and experience 
of the time taken to process planning applications. 

Subsidiary target dates should include a cut off date 
for consultations. This matter is discussed later in 
this section. In general as discussed previously, we 
would propose that a shorter time scale should be set for 
straightforward cases. 

(2) the introduction of suitable procedures for following 

up progress, designed to identify those applications which 
are subject to delay in order to facilitate appropriate 
action either by the chief officer, the development 
control section leader, or the individual case officers. 

Dealing with consultations 

8.14 We have discussed earlier in this report the effect that consultations 
can have on the overall determination cycle. The target days 
allowed for the issue and receipt of consultees' responses for 
each of the 13 authorities are set out in Exhibit 2. 



8.15 Consultation needs and practices vary widely from authority to 
authority, and from case to case. Some authorities feel obliged 
to consult with a considerable number of outside interests 
including neighbours in addition to the other planning authorities, 
parish councils and statutory undertakers. 

8.16 We did not examine the extent to which the number and range 
of consultations can be justified on the grounds that this is 
essentially a professional or "political" judgement. It is 
clear however that consultations add to the amount of clerical, 
administrative and professional work. In addition, unless 
they are properly controlled delays in consultees' responses 
can add significantly to the overall period of time required 

to process applications. 
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8.17 



Whilst target dates for the issue and return of consultees' 
responses are used to a greater or lesser extent, we gained 
the impression that, because of the lack of a systematic 
procedure for expediting applications, their use is relatively 
ineffective. 



8.18 We therefore believe that authorities should aim to advise 
consultees at the earliest possible date. In addition they 
should adopt a more rigorous approach to the establishment 
of target dates for the return of consultees' responses and 
(as discussed above) they should take steps to monitor these 
on a regular and systematic basis in order to ensure that 
tardy responses are followed up early in the processing cycle. 

We believe that certain authorities could review their standard 
target dates with a view to reducing the response time. 

8.19 An alternative approach, adopted by one authority, simply 
involves the firm application of specified cut off dates. 

Consultees are advised the last date on which their responses 
are due and informed that late responses will not be considered. 

8.20 In practice, whichever approach is adopted it remains within 
the control of the authority to delay decision taking in order 
to await specific responses from particular consultees. In 
addition, in the interests of promoting effective decision 
taking it is open to authorities to establish longer consultation 
periods in respect of particular cases. 

General systems and procedures 

8.21 Most authorities in the review currently use manual systems and 
procedures for recording the receipt of planning applications, 

for the preparation and production of the associated documentation, 
and for the preparation of internal reports. 

Documentation 

8.22 It is a matter of common practice to open a case file as part 
of the initial work which is also designed as a record of the 
steps which have to be taken, including, in some cases, details 
regarding consultations and the establishment of target dates. 

Most authorities have also developed a series of standard 
documents and records including for example, acknowledgement 
and other internal and external consultation letters , and 
determination notices as well as the Part II registers. The 
layout and nature of their contents varies . 
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8.23 We believe that authorities could with benefit introduce 
a model format for a number of these documents, based upon 
best practice. We think that the RTPI in association with 
the Association of Chief Planning Officers, and other 
interested bodies could take a useful lead in this development. 

As discussed earlier, case reports are prepared in a variety 
of ways at various levels of detail. Most individual 
authorities have developed a standard layout for their 
reports to suit their particular needs. It is possible 
that there is some scope for exchanging experience to 
identify best practice in this respect. 



Work Flow 

8.24 As we have indicated elsewhere in this report, there are a 
number of differences in the ways in which applications are 
recorded and processed, leading in part to significant 
differences in the time required for their determination. 



8.25 We did not conduct a detailed systems review but we have formed 
the view that many authorities could benefit from a systematic 
examination of their present working arrangements. This review, 
which should concern itself with both the costs and speed of 
processing would identify whether improvements could be made 
interalia by : 

(1) simplifying documentation, including the elimination 

of duplicated activities. For example, certain authorities 
continue to prepare a separate register; others use 
copies of applications and/or other records for this 
purpose. 

(2) taking early steps to identify external consultations 
either by the introduction of a code of practice or 
by improved case file design, together with changes 
in working methods and allocation of work 

(3) ensuring that statutory and other cut off periods for 
internal and external consultations are adhered to, and 
not allowed to slip. 

(4) reducing the size of reports and changing work practices 
to ensure that they are completed and prepared as soon 

as possible after receipt of all the necessary information. 

(5) ensuring that determination notices are issued promptly 
for example in the case of non-de legated items on the 
day following a committee meeting, by the use wherever 
possible of pretyped determination notices and standard 
conditions . 
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8.26 



Clearly to be of most benefit, a review of the clerical and 
administrative systems and procedures should be carried out 
as part of a wider exercise which would incorporate studies 
of such matters as the committee structure, delegation and 
management information requirements. It appears that few 
authorities have carried out a major study of this sort in 
recent years. A number reviewed their systems as a result 
of the circular DoE 22/80 (WO 40/80) without, in most cases, 
identifying the need for significant changes. 



Computerisation and word processors 

8.27 There is little practical experience amongst the authorities 

reviewed by us in the use of electronic data and word processing 
systems for development control although we are aware that a 
number of other authorities (especially at county level) have 
developed extensive computerised systems. In addition, there 
is a considerable volume of documentation on this aspect of 
the planning function, and there are a number of proprietary 
systems available from certain computer manufacturers and 
software houses. 



8.28 Most planning departments have access (at least in theory) to 
their authority's own computer. Only a few have automated or 
are in the process of automating their planning application 
procedures. Those currently operational are concerned 
primarily with the preparation of the DoE returns (PS 1/2; WOPS 1/2). 
In our view there are a number of potential advantages in 
implementing a computer based system. They include the facility 
to : 

(1) record and initiate speedy action both on receipt, 
during processing, and on determination, including the 
preparation of standard letters, decision notices, and 
other documentation. 

(2) expedite action by way of the automatic preparation of 
exception reports and reminder letters. 

(3) simplify and speed up the production and checking of 
case reports. 

(4) save the time of administrative and professional staff. 

(5) maintain the equivalent of an up-to-date cons traints 'map' 
and produce information with which to monitor overall 
trends for comparison with plans. 

(6) prepare automatic management reports for senior planning 
officers and members as discussed elsewhere in this report. 
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8.29 



Much of this work requires the establishment of manuals of 
standard practice for example concerning standard conditions 
and reasons for refusal and the design of pro forma documents. 
These matters were discussed earlier in this report. 



8.30 We have gained the impression that authorities’ approach to 
this potential area of development has been mixed. Apart 
from three who are solely analysing data for the DoE returns, 
one (county) is using the information to record determinations 
and assist the monitoring of county wide performance (against 
the strategic plan); another uses word processing facilities 
to prepare committee reports and decision notices; and a third 
uses a more comprehensive system to deal with the registration 
of applications and determinations , as well as the production 
of standard letters, case reports and decision notices. 

8.31 Studies of the potential use, costs and benefits of computers 
appear to have been completed in some cases by the staff of 
the planning department without the help of experienced data 
processing personnel and outside of the wider data processing 
plans of the authority. Furthermore, working systems in at 
least one county authority were introduced at a time when all 
planning responsibilities were concentrated at county level, 

and they may not be wholly relevant to the present responsibilities 

8.32 Having regard to the above comments we have formed the view 
that authorities should take steps to : 

(1) review their existing computerised systems in order 
to establish their cost effectiveness, and the extent 
to which they meet current requirements and to identify 
what steps should be taken to extend or decrease their 
scope . 

(2) as part of their wider review of manual systems examine 
the extent to which the whole or part of their systems 
should be computerised. 

8.33 We further recommend that these studies should be carried out 
by a joint team of professional planners and data processing 
specialists in the context of the authority's overall data, 
processing plans and standards for the conduct of feasibility 
studies, and under the overall control of its computer steering 
committee, or a similar controlling body. 
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9- MATIGNAL COMPARATIVE STATISTICS 

9.1 As discussed previously in this report, there are a number of 
uncertainties over the quality and value of the existing 
national comparative statistics. In brief these are as 
follows . 



DoE statistics 

9.2 The DoE prepares and publishes quarterly quantitative data on 
planning applications and appeals. In Wales this function 

is carried out by the Welsh Office. The information is simple 
to understand and refers specifically to the speed with which 
applications and appeals are processed. 

9.3 In addition the individual returns provide much useful data 
concerning the profile of the work of each authority. It is 
possible to review the numbers and mix of the main types of 
applications received and determined. Since most planning 
officers agree that the likely amount of work varies with 
the nature and complexity of applications it is very helpful 

to know, when making comparisons, the extent to which authorities 
have similar or dissimilar work profiles. 

9.4 However, the DoE figures are not complete since they refer 
solely to land use applications. They exclude a wide variety, 
and in certain cases a considerable number of other planning 
applications. In addition they do not include appeals or the 
numbers of enforcement investigations. Furthermore, they 
have a number of other shortcomings which are discussed in 
Appendix 2 attached to this report. 

CIPFA statistics 

9.5 CIPFA publishes two sets of different data relating to actual 
and estimated costs of the planning function together with 
volumes of work, as related primarily to the development control 
function, as a part of the whole range of activities undertaken 
by a planning authority, 

9,7 In our view, the data could be simplified and revised to provide 
more specific information regarding the development control 
function. In particular we consider that changes could be 
made to the calculation of the work load, the numbers of man- 
power and the costs of the development control function. These 
matters are discussed in more detail in Appendix 2 attached to 
this report. 



- 46 - 



Printed image digitised by the University of Southampton Library Digitisation Unit 



Thornton Baker statistics 



9.8 We accordingly prepared a number of additional and revised 

comparative statistics which are set out in Exhibits 12 to 16 
and discussed in more detail in the remaining paragraphs of 
this section of the report. They include : 



(1) work profiles, land use applications 

(2) work profiles, other matters 

(3) development control costs and fees 

(4) cost per application and per manday 

(5) mandays spent on each application 



(Exhibit 12) 
(Exhibit 13) 
(Exhibit 14) 
(Exhibit 15) 
(Exhibit 16) 



9.9 No hard and fast conclusions can be drawn from this small sample 
of data, some of which is based on estimates prepared by 
officers especially for this review. However, it appears that 
the figures for larger (urban) authorities are distinguishable 
from those of the smaller authorities and we have accordingly 
calculated averages for each of these groups. 



9.10 We were unable to calculate meaningful averages for the two 
counties because of the extremely small size of the sample. 

As indicated earlier, we recognise that they form a different 
group, largely because of the recent significant changes in 
the nature and amount of their development control work. 

9.11 In general a number of factors emerge, the more significant 
of which are discussed in the remaining paragraphs of this 
section. 



Work profiles 

9.13 In Exhibit 12 it will be seen that major land use applications 
represent only a small part of the total work load. Larger 
districts tend to have a higher proportion of major cases whilst 
the proportion of householder applications is greater in smaller 
authorities . 



9.14 In our view further studies should have regard to this feature 
since, although further analysis may result in the need to 
identify an additional number of groups with similar work profile 
their recognition would facilitate more meaningful comparisons 
over a wider field. 
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9.15 The relationship of other applications is less clear. The 
data set out in Exhibit 13 demonstrates that other appli- 
cations vary widely in number. 

9.16 By and large, large urban authorities appear to have a 
greater number of applications for advertisements. The 
range of permitted developments (which we understand require 
little work) is surprising and raises questions concerning 
the validity of the data. Other types of application 
generally account for small numbers of cases. 

9.17 Overall the volume is considerable in many authorities and 
should be included in any measurement of the work load. 

9.18 In general, appeals and enforcement notices represent only 
a small percentage of the number of cases dealt with by 
development control although we recognise that they can involve 
a considerably greater amount of work than the average planning 
application. 

9.19 Based upon broad estimates of time given to us during our 
review we estimate that on average appeals represent up to 
some 10% of the total time in development control. 

9.20 Enforcement enquiries are often dealt with by a small number 
of separate and relatively junior officers. They could be 
reviewed independently : typically they result in the issue 
of a small number of enforcement notices. 



Costs of development control 

9.21 A summary of development control costs and fee income is set 
out in Exhibit 14. In real terms the costs and the relationship 
between professional and technical staff costs and administrative 
staff costs vary widely. These aspects are analysed further in 
subsequent ratios. In all cases the contribution which the 
fees for planning applications make to development control costs 
is lower than the DoE’s original aim of 60%. The reasons for 
the shortfall may be a down turn in the number and variations 

in the anticipated mix of applications. Alternatively actual 
income received may be significantly different from the authorities' 
estimates. We did not investigate this matter further. 

9.22 The unit costs of handling planning applications vary widely and 
there is no obvious correlation with the volume of applications 
determined. For example in Exhibit 15 we show that three 
authorities each dealt with some 1,300 applications at costs 
which vary from £94, £118 and £151 per application. Furthermore, 
the average costs per manday in these authorities range from 

£30 to £43. 
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9.23 



9.24 



9.25 



9.26 



9.27 



9.28 



Because the work profiles do not differ materially, in our 
view these indicators suggest that individual authorities may 
have opportunities to reduce their processing costs by 
reviewing the numbers and grades of staff as well as the mix 
of professional/ technical and administrative personnel employed 
on development control work. 



Time spent on applications 

The average number of mandays spent on each application varies 
considerably. The information set out in Exhibit 16 indicates 
that the shortest time is of the order of 2 days; the longest 
9.1 days. The actual amount of professional time varies to 
a lower extent than administrative time which ranges from 22% 
to 457o of total time or 0.6 to 3.0 mandays. 



Whilst not shown in the exhibit, we have also established that 
with a few exceptions, the amount of professional internal 
"Consultee" time does not vary significantly within each main 
group of authority (1 manday for counties, 0.5 for larger 
districts and 0.3 for smaller districts). There is, however, 
no obvious correlation between the average number of mandays 
spent and the speed with which applications are processed, or 
the percentage of applications determined by officers. 



These indicators suggest that there could be scope to reduce 
the amount of time spent on processing planning applications, 
and the overall speed with which they are processed. They 
underline that there may be potential opportunities for using 
less senior, including unqualified staff to deal with more 
straightforward cases, as discussed earlier in this report. 



Conclusion 

These indicators are not perfect and as such they should be used 
with some caution. Nevertheless, in our view they provide 
a greater insight into the comparative levels of performance 
of differing local planning authorities. We therefore believe 
that they are of use to all those with an interest in studying 
the development control process in more detail. 



C1PFA and the DoE have a particular interest in the development 
of improved information concerning planning and development 
control activities. Their representatives may therefore wish 
to consider with other interested parties ways and means of 
incorporating a part or the whole of the proposed additional 
data in their existing national comparative reports, having 
regard to the other comments concerning the preparation and 
presentation of the various statistical data. These matters 
are discussed further in Appendix 2 attached to this report. 



- 49 - 



Printed image digitised by the University of Southampton Library Digitisation Unit 



DEVELOPMENT CONTROL 



EXHIBIT 1 



COMMITTEE PROCESSING CYCLE 



Main groups of activities 


Number 


of Days 


Controlled by 




Fastest 


Typical 




Receipt, registration and acknowledgement 


2 


5 


Officers 


Advise potential consultees 


1 


1 


Officers 


j Site Visit 


1 


1 


Officers 


Consultations with neighbours and 
parish councils 


10 


10 


Officers/ 
Members j 


Report preparation and agenda cut off 
period 


2 


9 


Officers/ 

Members 


Committee meeting 


1 


1 


Members 


Issue of determination notices 


2 


5 


Officers 


Week ends in above (3/6) 


6 


12 


External/ j 

Officers 


Elapsed time 


25 


44 




Additional time allowance in the event 
that other local planning authorities 


14 


14 


External/ 

Officers 


wish to comment under the statutory 

consultation process 

(28 less 14 days included above) 








Overall time exclusive of additional 


39 


58 




waiting period prior to committee 








Referral to full council : say 

additional waiting period 


2 


? 

Could be 
very cons- 
iderable 


Members 



This exhibit includes the main activities which affect the overall planning 
cycle. It does not show separately such other matters as the statutory 
advertising requirements. In addition it does not allow for the delays 
arising from incomplete applications. 
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DEVELOPMENT CONTROL 



EXHIBIT 2 



PRACTICES RE CONSULTATION RESPONSES 



Authorities 


Target days allowed for issue and receipt of consultees 1 responses 


Internal 

departments 

Issue/receipt 


Other 

LPA's 

Issue/receipt 

*1 


Statutory 
undertakers 
Issue/ receipt 
*1 


Parish/town 
councils 
Issue/ receipt 


Neighbours 

Issue/receipt 


1 


3/None 


3/21 


3/14 


3/14 


3/14 


2 


ASAP/ 2 or 3 


ASAP/ 21*^ 


ASAP/21* 2 


ASAP/ 21* 2 


ASAP/21* 2 


3 


3/5 


None/ 14 


None/ 14 


NA ? 


None/ 14 


4 


NS 


None/ 28 


NS 


NA ? 


None/ 14 


5 


NS 


3i/28 


3i/28 


3i/NA 


3i/Nil 


6 


4/7 


4/7 


- 


4/16 


4/16 


7 


3 /NS 


3/NS 


3/14 


- 


3/14 


8 


7/21 


7/28 


7/21 


7/NA 


7/21 


9 


NS 


None/ 28 


None/ 21 


None/ 14 2 


NS/ 14 


10 


3/NS 


7/28 


3/28 


7/14 


None/ 14 


11 


5/14 


5/28 


5/21 


5/14 


5/14 


12 


NS 1/28 


NS/ 28 


NS/28 


NS/ 14 


NS/ 14 


13 


2/NS 


2/28 


2/28 


2/14 


2/14 



*1 Statutory response allowances are 28 days 

*2 Consultees on authority's own developments are allowed 28 days 

*3 21 days with plans. 

No attempt was made to check whether these target dates are achieved in practice. 

As indicated elsewhere very few authorities operate any form of expediting procedures 
to ensure that they are achieved. 

ASAP "As soon as possible" 

NS Not stated 

Printed image digitised by the University of Southampton Library Digitisation Unit 



DEVELOPMENT CONTROL 



EXHIBIT 3 



COMMITTEE PRACTICES 



Authority 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


STRUCTURE : 

Committees and 
Membership 


Planning 


Environment 
& Planning 


Planning 


Planning 
& Environ- 
ment 


Planning 


Environ- 
ment & 
Planning 


Planning & 
Development 


Develop- 

ment 

Services 


Public 
Works & 
Planning 


Planning 
& Develop- 
ment 


Planning 


Planning 


Development 




22 


17 


15 


13 


22 


26 


18 


15 


25 


15 


24 


20 


32 


Other Sub- 
committees and 
Membership 


None 

except on 
an ad hoc 
basis 


Planning 
Policy & 
Development 


Visiting 


Development None 
Control 


Develop- 

ment 

Control 

Sub- 

committee 


P & D Sub- 
committee 


None 


None 


None 


2 Area 
Committees 


None 


None 






11 


15 11 

( C ons ervation 
Advisory 13+) 




15 


12 








14 

each 






CYCLE 

FREQUENCY : 
Main Committee 


Monthly 


6 weekly 


Every 2 
weeks 


Monthly 


Monthly 


13 p.a. 


7 p.a. 


3 weekly 


twice 
every 6 
weeks 


4 weekly 


6 weeks 


3 weeks 


Monthly 


Sub -Committee 




6 weekly at 
alternative 
dates to 
provide 2 & 
4 weekly 
cover 


Monthly 
or as 
required 


Twice 

Monthly 




16 p.a. 


3 weekly 








4/5 weeks 






DELEGATED 
POWERS : 

Main Committee 


Full 


All except 
deemed items 


Full 


Major items 
(See below) 


Full 
Subject 
to rat- 
ification 


Major 
issues 
Subject 
to rat- 
ification 


Major items 


Full 


Minor 

matters 

except 

sensitive 

issues 


Full 


Strategic 

items 


Full 


Full subject 
to rat- 
ification 


Sub-Committee 


Ad hoc 


All except 
deemed items 


Specific 
re each 
item 


All items 

except 

sensitive 

and other 

designated 

matters 


N/A 


Full 
sub j ect 
to above 


Eull 
Subject 
to above 


N/A 


N/A 


N/A 


All items 
subj ect 
to above 


N/A 


N/A 


Retained by 
Council 




deemed 






ratifi- 
cation 
of all 
items 


Strategic 

issues 






All major 
& sensitive 
matters 






ratification 
of all items 
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DEVELOPMENT CONTROL 



EXHIBIT 4 



EFFECT OF DIFFERING COMMITTEE CYCLES 
ON PROCESS PERIODS 



3 


weeks cycle 




4 weeks cycle 


6 


weeks cycle 




Week 


Unnecessary 


Week 


Unnecessary 


Week 


Unnecessary 


application 


Elapsed 


weeks 


application 


Elapsed 


weeks 


application 


Elapsed 


weeks 


is dealt with 


weeks 


delay 


is dealt with 


weeks 


delay 


is dealt with 


weeks 


delay 


7 


6 


2 


5 


4 


_ 


7 


6 


2 


7 


5 


1 


9 


7 


3 


7 


5 


1 


7 


4 


- 


9 


6 


2 


7 


4 


- 


10 


6 


2 


9 


5 


1 


13 


9 


5 


10 


5 


1 


9 


4 


- 


13 


8 


4 


10 


4 


- 


13 


7 


3 


13 


7 


3 


13 


6 


2 


13 


6 


2 


13 


6 


2 


13 


5 


1 


13 


5 


1 


13 


5 


1 


13 


4 


- 


13 


4 


- 


13 


4 


- 


16 


6 


2 


17 


7 


3 


19 


9 


5 


16 


5 


1 


17 


6 


2 


19 


8 


4 


16 


4 


- 


17 


5 


1 


19 


7 


3 


19 


6 


2 


17 


4 


. - 


19 


6 


2 


19 


5 


1 


21 


7 


3 


19 


5 


1 


19 


4 


- 


21 


6 


2 


19 


4 


- 


22 


6 


2 


21 


5 


1 


25 


9 


5 


22 


5 


1 


21 


4 


- 


25 


8 


4 


22 


4 


- 


25 


7 


3 


25 


7 


3 


25 


6 


2 


25 


6 


2 


25 


6 


2 


25 


5 


1 


25 


5 


1 


25 


5 


1 


25 


4 




25 


4 




25 


4 






Hotel The above elapsed and delay times are estimated on the assumption that a period of 
4 weeks is required to process applications. 
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DEVELOPMENT CONTROL 



EXHIBIT 5 



DAYS ALLOWED FOR CUT OFF AND ISSUE OF AGENDA 



Authorities : 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


Working days 
allowed for : 




























Cut Off 


10 


10 


13 


13 


8 


10 


8 


9 


7 


10 


10 


6 


7 


Issue 


5 


5 


5 


5 


4 


5 


2 


5 


7 


5 


5 


6 


5 


(All the above 


days do 


not 


include weekends) 


















Use of late or 

supplementary 

lists 


No 


Yes 


No 


No 


Yes 


Yes 


Yes 


No 


No 


No 


Yes 


No 


Yes 
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DEVELOPMENT CONTROL 



EXHIBIT 6 



PROCESSING CYCLE - OFFICER DELEGATIONS 



EVENTS 


Days 


COMMENTS 


Fas test 


Typical 


Receipt, registration and acknowledgement 


2 


5 


Certain authorities aim to get all administrative work through 
immediately. Incomplete applications, incorrect fees etc. are 
returned and the cycle restarts on receipt of a correct application. 


Advise potential consultees 


1 


1 


Usually carried out through the preparation of a weekly list; 
alternatively, by passing copies of acknowledgements to county or 
other consultees (excluding neighbours and parish councils, see below). 


Site visit and consultation with 
neighbours and parish councils 


1 

10 


1 

10 


These periods are usually shorter than the statutory 28 days - most 
commonly a period of 14 days is allowed, i.e. 10 working days. 


Report preparation and discussion with 
chief planning officer 


2 


5 


Typical time allows for weekly discussions. 


Issue of determination notice 


1 


1 


Allows for immediate processing. 


Weekends in above (3/4) 


6 


8 


Calculated : 2 days for each full 5 working days. 


Elapsed time 


23 


31 




Additional time allowance in the event 
that other local planning authorities 
wish to comment (28-14) 


14 


14 


Calculated on the basis that such consultations would proceed in 
parallel with neighbour consultations. Statutory consultations : 
28 days less 14 already allowed = 14 days. 




37 


45 




Referral to members before issue or 
determination notice 


7 


7 


Some authorities provide for all members to query officers 1 
decisions before determination notice is issued. 




44 


52 





This exhibit includes the main activities which affect the overall planning cycle. It does not include the effects of dealing with incomplete applications 
or other matters which do not affect the overall length of the cycle. 
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DEVELOPMENT CONTROL 



EXHIBIT 7 



PROPORTION OF APPLICATIONS DELEGATED 
TO OFFICERS AND MIX OF WORK 





Work Profile 

(percentage of applications 


determined) 


Percentage of 
applications 
dealt with 
by officers 


Authority 


Major 


Minor 


Change 
of use 


House- 

holder 


1 


27 


65 


6 


2 


None 


2 


87 


13 


_ 


- 


None 


3 


9 


43 


17 


31 


None 


4 


2 


44 


22 


32 


40 


5 


9 


43 


28 


20 


50 


6 


9 


42 


9 


40 


23 


7 


10 


73 


9 


8 


54 


8 


2 


39 


12 


47 


50 


9 


5 


43 


7 


45 


None 


10 


2 


44 


7 


47 


45 


11 


3 


32 


12 


53 


65 


12 


5 


37 


18 


40 


65 


13 


5 


51 


9 


35 


86 



Source : (1) Mix of work taken from Exhibit 12 

(2) Percentages of applications dealt with by officers 
estimated by planning officers or obtained by 
sampling. 
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DEVELOPMENT CONTROL 



EXHIBIT 8 



SCOPE OF OFFICER'S DELEGATED POWERS 



Authority 1 

No delegation. Officers can deal with consultations. 

Authority 2 

No delegation. Officers can deal with consultations. 

Authority 3 
No delegation. 

Authority 4 

Approvals including approvals with conditions but not refusals. No 
major items. Any matters of a minor, householder and change of use, 
and others. Advertisements excluding hoardings. Subject to a 7 day 
member review period. Applications with objections must be referred 
to Committee. 

Authority 5 

Approvals with or without conditions and refusals. Any straightforward 
items in line with council policy. Applications with objections except 
minor objections by official consul tees must be referred to Committee. 

Authority 6 

Approvals with or without conditions. No refusals. No major items. 
Certain types of minor, householder and change of use. Advertisements. 
Not affected by consultees ' objections. 

Authority 7 

Approvals with or without conditions and refusals. No major items. 

Some minor, all householder except listed buildings, and change of use 
and advertisements. Applications with objections must be referred to 
committee . 

Authority 8 

Approvals with or without conditions but not refusals. No major items. 
Minor applications such as extensions; householder developments excluding 
two storey extensions. No change of use items. Advertisements. 
Applications with objections must be referred to committee. 

Authority 9 

No delegation 

Authority 10 

All approvals and refusals. Parish council objections must be referred 
to committee. No major items. 

Authority 11 

Approvals with or without conditions, no refusals. No major items. 

All objections must be referred to committee. 
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Authority 12 

Approvals and refusals with or without conditions related to specified 
minor applications. Not affected by individual members' objections. 

Authority 13 

All approvals and refusals. Subject to a period of review by members. 
Chairman decides whether an objection should be referred to committee. 
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ORGANISATION OF DEVELOPMENT CONTROL 



SUMMARY OF STAFF (MANPOWER EQUIVALENT) 



EXHIBIT 9 



TABLE 1 



Authorities 


1 


2 


3 4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


Averages 
LD SD 


Total staff employed in the 
Development Control Section 


8 


9 


24 13 


19 


16 


11 


10 


11 


8 


13 


14 


6 






Professional/ technical 


5.9 


3.4 


24 12.5 


14.46 


18.3 


8.75 


5.7 


7.38 


6.02 


10.86 


9 


5.85 


- 


- 


Administrative 


_ 


- 


_ 


- 


- 


- 


- 


- 


- 


0.25 


3.9 


- 


- 


- 


Total 

Staff In other sections of the 
Planning Department engaged on 
development control work 


5.9 


3.4 


24 12.5 


14.46 


18.3 


8.75 


5.7 


7.38 


6.02 


11.01 


12.9 


5.85 






Professional/ technical 


0.9 


0.9 


Na^ 5.5 


6.45 


3.3 


2.6 


Na 0 ^ 


1.67 


1.9 


0.22 


1 


6.1 


_ 


- 


Administrative 


2.25 


2.16 


17.89 7.2 


15.2 


7.6 


8.45 


2.85 


4.05 


5.99 


2.75 


0.7 


4.25 


- 


- 


Total 


3.15 


3.06 


17.89 12.7 


21.65 


10.9 


11.05 


2.85 


5.72 


7.89 


2.97 


1.7 


10.35 


- 


- 


All staff employed on development 
control work 


9.05 


6.46 


41.89 25.2 


36.11 


29.2 


19.8 


8.55 


13.10 


13.91 


13.98 


14 .6 


16.2 


- 


- 


Note (1) figures included in above 


on an 


estimated basis 


Decause 


the Authority was 


unable to provide 


analyses 







SUMMARY OF DIRECT AND INDIRECT STAFF TABLE 2 



Authorities 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 




Total Professional/ technical 


6.80 


4.30 


24.00 


18.00 


20.91 


21.60 


11.35 


5.70 


9.05 


7.92 


11.08 


10.00 


11.95 


_ 


Total Administrative 


2.25 


2.16 


17.89 


7.20 


15.20 


7.60 


8.45 


2.85 


4.05 


5.99 


3.00 


4.60 


4.25 


- 


Ratio of Professional 
to Administrative Staff 


3:1 


2 : 1 


1.3:1 


2.5:1 


1.4:1 


2.8:1 


1.3:1 


2:1 


2.2:1 


1.3:1 


3.7:1 


2.2:1 


2.8:1 


2:1 2.2:1 



PERCENTAGE DISTRIBUTION OF STAFF GRADES TABLE 3 



Authorities 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 




Professional 
































PO and above 


49 


70 


33 


25 


30 


35 


19 


7 


21 


18 


22 


20 


7 


28 


16 


SO 


- 


- 


25 


32 


35 


9 


45 


49 


31 


2 


17 


40 


17 


29 


26 


AP) 

) 

T ) 


44 


12 


42 


14 


16 


42 


36 


18 


20 


55 


18 


10 


50 


30 


28 


7 


9 


- 


27 


19 


14 


- 


26 


28 


25 


43 


20 


26 


12 


28 


Clerical 




9 


- 


2 


- 


- 


- 


- 


- 


- 


- 


10 


- 


1 


2 




100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


Administrative 
































PO and above 


- 


- 


2 ) 




- 


11 


3 


- 


- 


- 


- 


- 


- 


4 


- 


SO 


- 


3 


2 ) 




7 


- 


11 


- 


- 


5 


8 


1 


- 


5 


2 


AP) 

) 

T ) 


29 


60 


27 ) 




7 


26 


37 


18 


21 


10 


- 


65 


44 


24 


29 


- 


- 


- ) 




46 


- 


- 


- 


_ 


- 


- 


- 


- 


12 


- 


Clerical 


71 


37 


69 


28 


40 


63 


49 


82 


79 


85 


92 


34 


56 


55 


69 




100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


Note (1) Average of administrative grades 


excludes 


one 


authority whibh was 


not 


able 


to provide detailed 


information. 





Note (1) Averages for large and small districts are shown In Tables 2 and 3 only (LD ■ large districts; SD ■* small districts) 
No averages have been calculated for counties. 
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OUTLINE DEVELOPMENT CONTROL ORGANISATION 



EXHIBIT 10 



SECTION /GROUP 




STAFF 



Senior P.O. 



Senior (professional) 
planning staff 



Group senior 
(professional) leader 



Junior professional 
and/or administrative 
staff . 



Junior/middle 
ranking staff 



WORK 



General operational 
and technial manage- 
ment. 



Complex planning 
applications combined 
with policy formulation 
activities , local plan 
preparation, and appeals. 



General operational 
and technical guidance. 
Liaison with special 
group . 



Straightforward 
planning applications 



Enforcement 
inves ti gations 



This chart sets out in very broad terms the principles discussed in 
the text, together with the opportunities and constraints on their 
application. It should not be taken to represent a standard organisation 
structure suitable for all local authorities. 
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DEVELOPMENT CONTROL 



EXHIBIT II 



CASE REPORT CHECK PROCEDURES 



Authority 


Number of levels and positions of Officers 
involved in checking case reports 


1 


2 


Head of DC, Planning Officer 


2 


3 


Head of DC, Planning Officer, Director 


3 


5 


Assistant, Senior, Head of DC, Deputy and 
Planning Officer 


4 


2 


Area Officer, Head of DC 


5 


2 


Area Officer, Head of DC 


6 


2 

3 


or Depending on complexity 


7 


3 


Team Leader, Head of DC, Planning Officer 


8 


2 


Planning Officer, Senior Assistant Planning j 

Officer 


9 


2 


Head of DC, Planning Officer 


10 


2 


Head of DC, Planning Officer 


11 


3 


Area Officer, Head of DC, Planning Officer 


12 


2 


Head of DC, Assistant Planning Officer 


13 


2 


Head of DC, Planning Officer 



NOTES : DC = Development Control 

Planning Officer = The officer in charge of the 

Planning Department except in 
Authority Number 2. 
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DEVELOPMENT CONTROL 



EXHIBIT 12 



WORK PROFILES - APPLICATIONS FOR LAND USE 































Averages 


Authorities 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


LD 


SD 


Applications - Number 
































Major 


23 


7 


182 


36 


159 


115 


93 


13 


51 


31 


31 


53 


59 






Minor 


56 


1 


858 


701 


770 


566 


700 


292 


454 


559 


330 


423 


595 


- 


- 


Change of use 


5 


— 


339 


354 


484 


121 


82 


85 


72 


90 


127 


204 


106 


- 


- 


Householder 


2 


- 


629 


501 


389 


538 


81 


358 


485 


597 


559 


446 


410 


— 


— 




86 


8 


2008 


1592 


1802 


1340 


956 


748 


1062 


1277 


1047 


1126 


1170 


- 


- 


Applications - Percentage 
































Major 


27 


87 


9 


2 


9 


9 


10 


2 


5 


2 


3 


5 


5 


8 


4 


Minor 


65 


13 


43 


44 


43 


42 


73 


39 


43 


44 


32 


37 


51 


46 


41 


Change of Use 


6 


- 


17 


22 


28 


9 


9 


12 


7 


7 


12 


18 


9 


18 


11 


Householder 


2 


- 


31 


32 


20 


40 


8 


47 


45 


47 


53 


40 


35 


28 


44 




100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


100 


o 
o 
1 — 1 



Source : PS 1/2 WOSPA 1/2 Date (Year ended December 1981 except where asterisked when September 1981 date 

only was available) 



Notes 



(1) LD = larger authorities, SD = smaller authorities 

(2) In the case of No. 8, the authority was unable to account for 15 items which we have allocated 
under householder 

(3) In the case of authority 1 the applications include 52 deemed consents. 
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DEVELOPMENT CONTROL 



EXHIBIT 13 



WORK PROFILES - OTHER MATTERS 



Authorities 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 




(1) 


























Other Applications 




























Deemed 




39 


45 


206 


102 


14 


41 


22 


27 


50 


19 


19 


58 


Advertisements 


- 


- 


385 


236 


404 


162 


159 


54 


42 


150 


75 


94 


50 


Permitted developments 


- 


- 


895 


52 


184 


- 


- 


308 


6 


20 


- 


38 


- 


Section 53 


- 




6 


4 


1 


2 


23 


- 


3 


12 


4 


3 


1 


Listed Buildings 


- 


- 


323 


24 


33 


33 


39 


- 


15 


6 


33 


44 


9 


Established use certificates 


- 


- 


26 


5 


4 


5 


10 


- 


1 


10 


2 


7 


1 


Onerous conditions 


- 


- 


- 


- 


- 


11 


4 


- 


- 


- 


- 


2 


- 


Land Compensations Act 


- 


- 


2 


1 


14 


- 


- 


- 


4 


- 


- 


- 


- 


Consultations (2) 


145 


120 


8 


18 


40 


22 


68 


— 


17 


12 


10 


10 


46 


Total 


145 


159 


1690 


546 


782 


249 


344 


384 


115 


260 


143 


217 


165 


Appeals determined 


1 


11 


58 


52 


32 


98 


25 


13 


53 


62 


37 


34 


19 


Enforcements 




























Site visits 


396 




3900 


3070 


1667 


Na 


Na 


530 


1320 


1000 


1880 


570 


4000 


Infringements 


Na 




302 


480 


Na 


Na 


Na 


Na 


107 


Na 


330 


75 


350 


Notices issued 






25 


37 


18 


13 


44 


5 


13 


Na 


6 


34 


3 



Source : Data provided by author i ties from records or estimates for most recently available 12 month period 

Note : (1) in the case of authority 1 there were 52 deemed consents which are included in applications 

in Exhibit 12. 

(2) consultations are those applications referred by other planning authorities under the consultation 
process . 
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DEVELOPMENT CONTROL 



EXHIBIT 14 



COST AND FEES 



Authorities 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


Development Control Costs £000' s (1) 




























Professional and Technical Staff 


76 


48 


263 


137 


229 


265 


134 


57 


97 


78 


97 


104 


101 


Administrative Staff 


15 


17 


111 


39 


100 


58 


63 


19 


26 


33 


18 


32 


25 


All Staff 


91 


65 


374 


176 


329 


323 


197 


76 


123 


111 


115 


136 


126 


Estimated income from fees (2) 


Na 


Na 


108 


86 


100 


110 


79 


35 


45 


61 


56 


45 


37 


Percentage of costs 


- 


- 


29 


49 


30 


34 


40 


46 


37 


55 


49 


33 


29 



Notes (1) Costs include salaries and salary related costs of staff engaged on development control work within 
the planning department 

(2) Fee income is based on the authorities' best estimates at the time of the review. 
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DEVELOPMENT CONTROL 



EXHIBIT 15 



UNIT COSTS 































Averages 


Authorities 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


LD 


SD 


All applications determined 
































(exclusive of permitted 


231 


167 


2803 


2086 


2400 


1589 


1300 


824 


1171 


1517 


1190 


1304 


1335 


- 


- 


developments) 
































Costs per application - £ ( s 
































Professional staff 


331 


290 


94 


66 


95 


167 


103 


69 


83 


51 


81 


80 


76 


105 


73 


Administrative staff 


64 


100 


39 


19 


42 


37 


48 


23 


22 


22 


15 


24 


18 


37 


21 


Total staff 


395 


390 


133 


85 


137 


204 


151 


92 


105 


73 


96 


104 


94 


142 


94 


Average costs per manday - £'s 
































Professional staff 


49 


49 


47 


33 


47 


54 


51 


43 


46 


46 


39 


47 


36 


48 


43 


Administrative staff 


28 


33 


26 


24 


28 


34 


32 


29 


27 


24 


25 


30 


26 


29 


27 


Total staff 


43 


43 


38 


30 


39 


49 


43 


38 


40 


36 


35 


41 


34 


41 


37 



LD = Larger Districts 
SD = Smaller Districts 
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DEVELOPMENT CONTROL 



EXHIBIT 16 



SPEED, DELEGATION AND TIME SPENT ON PROCESSING APPLICATIONS 



Au thor i ties 


1 


2 


3 


4 


5 


6 


7 


8 


9 


10 


11 


12 


13 


Averages 
LD SD 


Applications (determined) 




























w w w w ww 


Processing Speed -(12 months 






























ended December 1981) 






























Percentage processed 






























up to 8 weeks 


42 


50 


40 


73 


50 


43 


48 


33 


65 


56 


71 




58 


66 


between 8 and 13 weeks 


33 


25 


46 


20 


30 


33 


28 


24 


27 


31 


22 


9 


25 


22 


over 13 weeks 


25 


25 


14 


7 


20 


24 


24 


43 


8 


13 


7 


2 


17 


12 


Applications (determined) 




WWW 


























Processing Speed Jan to 


d) 














o 














March 1982 


r— 1 

n 














« — 1 

& 














Percentage to 8 weeks 


4-j c a 

O rH 




48 


81 


54 


34 


50 


Sot 

Lla 


50 


68 


75 


84 


61 


68 
O 1 


between 8 and 13 weeks 






32 


16 


33 


33 


32 


b> 


25 


26 


16 


9 


29 


Z± 


over 13 weeks 


> 

<3 




20 


4 


13 


33 


18 


< 


25 


6 


9 


7 


10 


ii 


Delegation to Officers 






























Percentage of all applications 






























determined by officers 


None 


None 


None 


40 


50 


23 


54 


50 None 


45 


65 


65 


86* 




Average Mandays spent per 






























Application 






























Professional staff 


6.8 


5.9 


2.0 


2.0 


2.0 


3.1 


2.0 


1.6 


1.8 


1.1 


2.1 


1.7 


2.1 


2.2 • 1.7 


Administrative staff 


2.3 


3.0 


1.5 


0.8 


1.5 


1.1 


1.5 


0.8 


0.8 


0.9 


0.6 


0.7 


0.7 


1.3 0.8 


Total staff 


9.1 


8.9 


3.5 


2.8 


3.5 


4.2 


3.5 


2.4 


2.6 


2.0 


2.7 


2.4 


2.8 


3.5 2.5 


Professional time as a 


75 


66 


57 


71 


57 


74 


57 


67 


69 


55 


78 


71 


75 


63 69 


percentage of total 






























Administrative time as a 


25 


34 


43 


29 


43 


26 


43 


33 


31 


45 


22 


29 


25 


37 31 


percentage of total 































LD = Larger Districts 
SD = Smaller Districts 
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* latest estimated position. 



APPENDIX 1 



THE DISTRICT AUDIT SERVICE 
SUMMARY OF THE REVIEW TEAM'S APPROACH 
TO THE REVIEW OF THE 
DEVELOPMENT CONTROL FUNCTION 



Our survey was aimed at collecting and comparing information 
about the work and performance of the development control 
function. 



2. We first reviewed the overall planning determination process 

based upon the present arrangements in each of the thirteen 
authorities included in our study. 



As a second step, we reviewed the existing comparative statistics 
published by the Chartered Institute of Public Finance and 
Accountancy (CIPFA) and the Department of the Environment (DoE). 



As a third step, because of certain shortcomings in this information 
we prepared a number of additional statistics which were designed 
to facilitate comparisons between the work of differing authorities 
by : 

(1) providing more information about the nature and volume 
of that work ('work profiles'). 

(2) showing the relationship between the costs, time and 
volume of work. 

At the same time, we revised the definition and simplified the 
collection of costs and manpower data. 



5. Finally, we examined and compared the various ways in which authorities 

organise their development control function including their committee 
organisation and practices, the internal organisation and management 
of the function including information systems to plan and control 
the work both in the short and longer term, the numbers and grading 
of staff, delegation practices, and the clerical and administrative 
systems and procedures. 
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THE DISTRICT AUDIT SERVICE 
COMMENTS CONCERNING THE PREPARATION 
OF PERFORMANCE STATISTICS 
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COMMENTS CONCERNING THE PREPARATION OF PERFORMANCE STATISTICS 



Introduction 

1- The reliability and value of the information summarised in the 

CIPFA and DoE returns and statistics is influenced by such things 
as the accuracy of the original data, the degree to which the 
instructions for their completion are capable of differing 
interpretation, the manner in which they are compiled, and the 
resulting meaningfulness and degree of comparability of the 
published information. 



2. Many planning officers and their staff have cast doubt over some 
or all of these figures because of the prevailing uncertainties 
over one or other of the above mentioned factors. These attitudes 
quite clearly affect their assessments of the value of the exercise. 
Their reactions vary : some consider that they are "helpful", 

others "of limited use", and a few "of little or no value". A 
commonly expressed view is that the CIPFA figures pose as many 
questions as they answer. Indeed CIPFA fully recognises this 
point and makes a number of important caveats in its commentaries. 

As we understand it, they are primarily intended to stimulate 
further investigation. 



In our view, CIPFA’ s initiative in publishing these figures 
is to be welcomed since apart from the DoE’s statistics, it 
covers a field in which there is little other comparative national 
data. We believe however that a number of changes could be made 
which would eliminate or minimise some of the present uncertainties 
and provide further and more meaningful data for comparison 
purposes. The modified information which we have in mind would 
be of value both to the managements of the individual authorities 
as well as to the district and external auditors in their value 
for money studies. 



As regards the DoE data, it has been suggested to us that certain 
authorities, not including those in our review, may be reporting 
their details in slightly differing ways, thus leading to some 
uncertainty concerning the comparability of the reported data. 



Proposals for change 

5. Our proposals, which we have incorporated as far as possible in 
developing our own measurements of performance, are discussed 
below. Whilst our remarks are concerned solely with the develop- 
ment control function, we appreciate that the data in CIPFA 's 
statistics covers the whole of the planning function, of which 
development control forms an integral part. Clearly, therefore, 
there are a number of other important considerations to bear in 
mind in considering the desirability and the ways and means of 
introducing modifications to the existing information. 
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6. In summary, our proposals include : 

(1) extending and/or modifying the range of quantitative and 
financial information in the CIPFA statistics to assist 
recipients to use the data in a more meaningful way. 

(2) clarifying the instructions for completing both the CIPFA 
and DoE returns and providing standard worksheets in 
addition to the present data collection forms to ensure 
greater comparability of the returns and therefore of the 
data in the published summaries of statistics. 

(3) involving planning officers more closely in the preparation 
of the returns in order to improve their understanding of 
and commitment to the overall exercise, and to assist them 
in the interpretation of the published information. 

We understand that both CIPFA and the DoE. continually review 
opportunities for improving the statistics prepared by them, and 
that in particular CIPFA has established a Planning and Development 
Statistics Working Party for this purpose. The Working Party may 
wish to consider our comments in co-operation as appropriate with 
the DoE. We suggest also that interalia the Royal Town Planning 
Institute and the Audit Inspectorate could make a useful contribution 
to the ongoing review of the existing statistics since they represent 
some of the various potential users of the information. 



Improving the information 

7. There are a number of steps which, in our view, could be taken 
to extend and/or modify the information presently included in 
the CIPFA statistics. We put them forward for wider consideration. 
They include : 

(1) modifications to both the reported Actuals and the Estimates 
in order to bring the two sets of data into line with one 
another. We appreciate that the aims and objectives of the 
two publications may have been somewhat different when they 
were originally conceived. In our view the information would 
be of greater value if the actual and estimated figures were 
prepared and presented in the same fashion. This arrangement 
would facilitate more meaningful comparisons both at unit 
and wider levels. 

(2) the provision of additional information regarding the type 
of work carried out by the development control function. 

As discussed elsewhere in this report, we believe that a 
breakdown of the number of planning applications is helpful 
to an understanding of this work. The work profile would : 
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(i) include all planning applications, excluding only 
those which involve a minimum amount of administrative 
work (e.g. permitted developments). The refinement 
which presently requires the exclusion of other 
applications "on which little or no time is spent” 
should be dropped on the grounds that it is difficult 
to apply. In our view, it is not possible to use the 
existing data to establish a common measure of work 

to cover applications, enforcements and appeals. 

Clearly more work is necessary in this field. 

(ii) distinguish between three groups of applications, 

namely : major and complex land use applications; 

straightforward land use applications (all other 
minor, householder and change of use); all other 

types of application. This analysis requires a slightly 
different grouping to that now required by the DoE as 
well as extending the information to include non-land 
applications . 



(3) modifications designed to ensure that the numbers of manpower 
(equivalents) on development control can be related directly 
to the reported costs of development control. As a matter of 
principle information should be as simple to collect, process 
and summarise as possible. Under this arrangement it would be 
desirable to : 

(i) clarify which staff should be included under the 
heading of development control. We propose reporting 
those professional, technical and administrative staff 
who specifically work on development control activities 
within the planning department (and/or directorate) , 
including planning applications, appeals and enf orcements- 
The opportunity should be taken to review the reasons 

for excluding staff carrying out development control for 
highway purposes if the reported development activities 
are to be as complete as possible. We would propose the 
exclusion of the time of other professional staff on the 
grounds that it is less directly under the control of the 
development control supervisor and generally represents 
an insignificant part of the total cost. 

(ii) calculate the costs of the manpower, as defined above, 
by direct reference to the time and direct salary costs 
of the individuals concerned, as analysed and reported 
by the Chief Planning Officer. Direct salary costs 
would include salaries and salary related costs. The 
present practice adopted by certain authorities under 
which the total costs of the planning function are 
apportioned on a pro rata basis according to the total 
number of manpower (in equivalent terms) in each function 
should be discontinued on the grounds that this treatment 
can distort the cost analysis having regard to the 
specific mix of senior and junior personnel in each function. 
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(iii) isolate all other indirect costs and report these as 
a lump sum on the grounds that staff make up the most 
important single element of cost. It might be 
desirable to isolate the costs of computer processing 
where these can be sensibly identified. In our view 
there is only limited value in incorporating central 
establishment expenses (whether as a separate total 
or apportioned over the various functions). This 
figure varies significantly and is made up of a variety 
of departmental costs including those of other depart- 
ments. (in our view, it would be more appropriate to 
develop a separate set of comparative statistics, 
covering these specific items of detail since, clearly, 
they represent a substantial part of local authorities’ 
expenditures) . 



(4) the provision of additional information to show the relation- 
ship between the costs and manpower and the workload of the 
development control section. We envisage that this would take 
the form of ratios which could replace the present published 
total cost and manpower figures if it is desired or necessary 
to keep the published amount of information to a minimum. We 
believe that this information is of value because the ratios 
would highlight comparative performances with respect to : 

(i) the average cost of processing applications 

(ii) the overall cost per manday of the development 
control function 

(iii) the average number of mandays required to process 
an application 

In our view, it is desirable that these ratios should 
distinguish between (a) professional and technical staff 
and (b) administrative staff. 



(5) the provision of brief information regarding speed of processing 
In our view speed is inextricably linked with costs and mandays. 
We therefore consider that the inclusion of a summary of the 
annualised returns to the DoE would be very helpful. We have 

in mind including three figures only showing : the percentage 
of applications dealt with in under 8 weeks, between 8 and 13 
weeks and over 13 weeks. This data might be modified to show 
additionally the percentage of straightforward applications 
dealt with in a shorter period of say 6 weeks. 

(6) the provision of information to show the degree to which 
planning fees meet the costs of the development control function 
We consider that this could be easily achieved by expressing 
fees received as a percentage of the development control costs 
as defined above. This figure could substitute for the amount 
of fees currently reported. 
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8. As regards the DoE data, we have noted that the consolidated 
report issued on a quarterly basis by the DoE excludes county 
returns. We suggest that it would be of value to incorporate 
these authorities. 



9. In addition, we note that the returns of the local authorities 

in Wales are consolidated separately by the Welsh Office. We have 
found it less easy to obtain access to up-to-date information on 
Welsh authorities possibly because there are fewer resources 
available to process the individual returns. 

10. We suggest therefore that the Welsh Office might wish to consider 
sub-contracting the actual collection and summarising of the 
consolidated reports to the DoE whilst retaining final responsibility 
for the issue of the quarterly reports. We think that it would be 
helpful however if (as CIPFA) one set of data is produced incorporating 
the results of both England and Wales. 



Improving the preparation of the information 

11. In most authorities, the detailed work involved in the preparation 
of the CIPFA data is primarily carried out by a junior member of 
the staff of the Treasurer’s Department. It is also common practice 
for the Chief Planning Officer to provide an analysis of time spent 
by his staff, for use in preparing these statistics. 

12. In several cases we found that the quality of the working papers 
made it difficult to understand the basis on which the figures were 
prepared. In addition as discussed above, there are a number of 
items which may be open to interpretation, and which may be modified 
according to the availability of information and the time available 
in which to complete the documentation. 

13. We consider that it would be helpful to issue a detailed set of 
working papers to all authorities to use as a matter of standard 
practice in order to ensure that as far as possible the input data 
is prepared in the same way by all respondents. The pro forma 
working papers should identify and list all the details required to 
build up and complete each item of information. They would specify 
for example, such matters as each type of application to be included 
in the work profile as well as the calculation and apportionment of 
the various groups of direct and central or other costs. 

14. As regards the DoE data, we believe that central guidance is desirable 
to ensure that authorities treat their reported figures in a common 
way. It has been suggested to us that the period required to 
determine applications can be reported in two different ways. The 
key factors are the dates of registration and determination. 
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15. The date at which an application is formally registered can be 
interpreted to mean : 

(1) the date on which an application is received 

(2) the date when a valid application is received i.e. when 
all documentation is complete and sumitted correctly, 
together with the correct fee. 

Clearly the application of the second date could result in reporting 
an apparent quicker response time although the applicant may not 
interpret it in the same fashion. 

16. The date at which an application is determined can be interpreted 
to mean : 

(1) the date of the committee when the application is determined. 

(.2) the date when the decision notice is issued to the applicant. 

Clearly the application of the first date could also result in an 
apparently quicker response time. 



Involvement of the Chief Planning Officers 

17. As discussed above, most of the detailed work in preparing the CIPFA 

input documentation is carried out within the Treasurers' Departments, 
often by relatively junior staff. Generally there is only limited 
feedback to the Chief Planning Officers involved, and on occasion 
the way in which the data is prepared can lead to a number of 
uncertainties in their minds. In our view, the data should be 
checked by the Chief Planning Officers before the return is released 
by the authority. 
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